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RESEARCH IN JAPANESE SOCIAL RELATIONS
(RISR)

Interim Technical Report Ne. 3:

The Japanege Labor Bogs System:
A Descriptjon and a Preliminary Sociological Apalysis

Note: This report consists of a generalized
description, some typicel case studies, and a
preliminary theoretical interpretation of the
Japanese "labor boss" system. The materials
covered in this report were collected by staff
members of the Public Oginion and Sociological
Research Division, GHQ SCAP (Jajan Occupxtion)
in 1950-51. The precent form of the report
may be regarded as a tentative and incompletely
conceptualized version of a longer treatise

O ‘on the labor boss system. Tuis will appear

) at a later date as a portion of a general
moriograph on Jupunese social and economic
relations., Tne picsent report has been
prepared in response to nurerous requests
for a preliminary treatmeiit of the data,
(See also, Project RISR, Interim Technical
Report No, 1, "Social and Attitudinal
Research in Japan: The Worx or SCAP'g Public
Opinion and Sociological Division".)
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PREFACE ™0 THE SBCOND EDITION

This is a second and unrevised edition of an original report
first published in June 195<4. It is, us the title suggests, a
preliminary analysis of the Japanese labor boss system.

Sincu the report was written, an extended monographic analysis
of the gyabun-kobun system of social relationships-~which undexrlies not
only the lzbor boss system, but many other concrete Jaupanese socisal
groupings—has been attempted. In the process of preparing this
monogra;h, clarification of a number of points left inadvertantly
ambiguous has been achieved. Consequently, when it became necessary
to put out a second edition of this report, there was some question
as to whethier or not to revise the original version. However, due
to lack of time, it was decided to re-issue this second edition
without revisions and to summarize in this preface some of the more
important points needing clarification. Accordingly, the following
comments are made;

1. If thic report were to be re-written, the distinction between
the "instrumanital" und "expressive" systems of social organization
would be featured. {For dsfinition of these concepts, see page 50 ff.
of the present report.) For instance, in each of the case studies
the "instrumental organization" of. the group would be described first,
in order to demunstrate the rational basis fer the organization of
the particular group; that is, its concrete economic or occupational
goals and tasks. Following this, the "expressive organization" would
be described in order to demonstrate how the same group of individuals
is organized to meet the non-rational, affiliative, emotional and
other human needs; that is, to promote solidarity. The central
theoretical issue of the paper then would concern the way in which the
oyabun-kobun system can be seen as the institutionulized means for
organizing the Yexpressive" relationships of any Japanese lebor boss
group. It is belicved ikat the understanding of the ways in whizch
the instrumental organization is coordinated with the expressive
organization within a given Japanese factory will go a long way toward
explaining the apparent juxtaposition of "familistic" patterns on the
one hand, and industrialism on the other.

2. Another matter which is not adequately handled in the report
concerns the role the gyabun-kobun system plays in the forumatiom of
what sociologiste have called "primary groups.” In a society like -
Japan, where social relationships outeide of the family and kin
groups are more resiricted as compared with the United States, the
presence of an institutionelized means for establishing & closely-
init solidaristic group is greatly needed. It is submitted that the
obvious popularity of the gyabun-kobun institution is bo*h a sympton of
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this "need" as well as a mechanism for satisfying this "need.”

3. Still another major point concexrns tne fact that this report
focusses attention cn the gyabun-kobun institution, and thereby gives
an impression that such an institution is unique to Japan. On the
contrary, some of the basic elements of this system of social relations
are found the world over. An example would be the well-known compadre
relationgnip found in itiddle America and in medieval Europe. Both
the compadre and the gyabun-kobun system involve a system of social
obligetions which are of the gemeii:s~haft type and in which "familistic"
terms are used to denote this close persorsl relationship. Some
discussion of these comparative cases would provide a more rounded
discussion,

4. Closely related to the preceeding point is the follcowing:
becaugse the report fails to draw ugon analogous cases from other
societies a certain limitation of perspective is evident. For instance,
there is much information available in the literature on the general
social or cultural conditions which give rise to the increase or
decrease in functional significance of the compadre and other similar
institutions, lmown technically as “ritaal kinship" institutions. The
literature indicates that the development of universalist religions,

. the rise of nationalism, the growth of industrialization and the

appearance of social classes are related to the functional significance

"“of these ritual kinship institutions. Accordingly, it may be that the

presence or sbsence of these factors in Japan may have an bearing
upon the existence of labor boss groups aud other forms of oyabun-
kobun associations. This perspective is believed to be valuable in
making a balanced interpretatice of the significance of the labor
boss system in Japan. The forthcoming monograph on the gyabun-kobun
institution will attempt to demonstrate this point.

5. Finally, among others two technical issues may be raised.
Throughout the present report, the word kumi is used to designate
the group composed of the “labor boss” (gyabun or "father" status)
and his immedicte followers called kobun ("child" ctatus). This is
correct in so far as this group is conceived of as an occupational
group; but it is incorrect if the same grour is thought of as a
"social®™ or "fraternal" group. To put this in terms of the above-
mentioned "instrumental-expressive" distinction, kumi is the term
to be used when referring to a group organized in the "instrumental®
svstem; however, when the same individuals are organized in the
"expressive system," the torm most commonly used is "miuchi."

Finally, on page 1, there is a statement to the effect that the
authority system of the labor boss organization is based on principles
"ratrimonialism" (Max Weber) . While this is perhaps a sufficiently
agcurate statement as far as it goes, it has not proved to be useful as
an explanatory concept. The lines of investigetion already alluded to
in this preface would appear to be a more fruitful conceptual approach.
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Q THE JAPANKS: LABOR BOSS SYSTEM: A DEGCRIPTION AND
] A PRELIMINARY SOCIOLOGICAL ANALYSIS

I. GENERAL DESCRIPTION OF THE LABOR BOSS SYSTEM

- A. Intrcduction: The Oyabun-Kobun System

. In spite of the many obvious modern, rational-legal characteristics
of the social, political, and economic institutions of contemporary
Japan, observers have long recognized a series of traditional Japanese
features diffused throughout these institutions. One configuration of
such traditional feaiires has been called, by both Japanese anig by Allied
officials in the Occupation of Japan, the 'oyabun-kobun system.'l The

- 1. Oya (parent)-bun (part, role, or status; ko (child)-bun (part,

role, or status). Because these terms will be used frequently hereafter,
they and other related terms with -bun suffirxes will not be underlined.

However, other Japanese terms, with the exception of proper names, will

| be underlined. Also, since there are no distinctions between singular

b and plural forms of Japanese words, these terms will be the same for

r both cases. Finally, sometimes the terms oyakata-kokats are used in

[

l

place of oyabun-kobun. There does not seem to be any particular prefer-

] ' ence in the use of one form over the other, except that the suffix kata

s ) —
. --- . . geems 10 be more formal than bun.

based upon simulated patrimonial principles. In social groupings of

this type, persons of authority assume obligations and manifest attitudes
toward their subordinates much as if they were foster parents, and con-
versely the subordinates beshave dutifully and hold feelings of great
personal loyalty toward their superiors. Succession to the superior's
position and status in the community, inheritance of his prerogztives,
his personal-social influence, and his power to digtribute rewards to
subordinates are based on principles c¢f vatrimony.

L

2. Patrimony is defined oy Max Weber (Weber, 1947, pp. 340-354)
as 8 type of traditionsl authority system comprising a !'*chief' and his
personal "administrative staff'', the members of which are bound to him
by feelings of loyalty, in obligatory debt to him through his distribu-
tion of ™anefices' , and often in competition for his favor. Pairi-
monialism is frequently encountered in feudsi social arrengements. While
the oyabun-kobun system has many formal apalogies to Japanese family and
kinsnip institutlions, the fac* that the majority of members are not uiiod
relatives of the oyabun, and that the activities of the group are not
those of & genuine family, but of an economic and political unit, it
seems more appropriate to characterize the system as approximeiing Weber's

oyabun~-kobun system is a particularistic pattern of social rvelatio"nships é

patrimonial type — at least tentatively. S
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During the Occupation of Japan, Allied officizls found evidence of
oyabun-kobun relationships in many sigrificant segments of Japarese
society. For example, in the urban underworld, there were the gurcuial
associations (gangs of hoodlums and racketeers) which extorted "pro-
tection moiiey" from theatres, dance halls, beer parlors and other places
of pul.lic entertainment, as well as the kashimoto groups of gamdbling
symdicatcs which were contrclled, like the §urcn€ai,by oné Or more oyabun
in a giver district. In legally sanctioned spheres of activity, there
appeared the tekiya, an oyzbun-dominated association which controlied the
licensing and cperation of small open-sir shops or *street-stalls™ on the
city streets of Tokyo, Osaka, Kobe, Kyoto and others. In politics, there
vere found a number of oyabun groups which exercised influence upon both
voters and government officials on the local and national scenes. In
the various trades and professions, evidence for oyubun-kobun tendencies
vere found for medical practitioners, professional sumo wrestlers, teachers
of flover arrangement, actors, mugpicians, cab drivers, cabinet makers,
and even ‘night so0il® collectors.® In rural society, many landlord-

. ™ight soil" refers to human excrement used as fertilizer.

tenant relations, boatowner-fisherman relations and employer-employee
relations in forestry and other lgcaI industries were patterned on the
oyabun-kobun system of relations.

5. There are many studics of the pre-1945 forms of the oyabun-
kobun system. Two noteworthy examples are: Kunio Yanagida (1937) and
Shuko Shirayanagi (1912-14%). However, these studies seem to contain
many implicit cultural assumptions and are oricnted toward antiquarian

interests.

It is believed that a systematic analysis of the:oyabun-kobun patterns
existing in contemporary Japanese society is worthy of concerted socio-
logical and cultural anthropological investigation. A few Western
writers have made passing reference to ghe system but none have givea it
the attention it would seem to deserve.~ If such a research program

6. Some representative comments: Reischauer, 1950, pp2lb-2i7
(gengster 'roups); pp. 85-87 (in the context of ‘' feudal'' relationships
between eamployers and employees); pp. 87-89 (how oyabun-kobun principles
were used in the Zailbatsu organizations). Farley, 1950, pp. 62-64 (labor
bosses). Embree, 1943, p. 15 (in the context of the 'master-apprentice
relation" or guild system). Haring, 1949, pp. 851-852 (in the context
of family relations setting the norms for other relations, expecially
in the "patron-protege® relationships existing between families and
other groups). Lederer, 1938, pp. 165-166 (Japenesc ministries as con-
sisting of "clan"-like groupings of chiefs and loyal followers).

were carried out it is felt that Westerners would be better able to
"understand ¥ many puzzling fecatures of contemporary Japanese society
and culture. For example, some of the brillignt insights developed by
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Ruth Benedict in regard to the Japanese obligation system (e.g. on, ko,

e giri, ninjo, etc.) could be '"located'' more concretely in thg framework

of Japanese interpersonal relations and social organization.

7. These concepts are defined in Benedict, 1OWG, chepts. 5, 0, .

But aside from intra-scientific considerations of Japanese society
and culture, an understanding of the oyabun-kobun system of relationships
will have considerable importance for a number of crucial problems with
practical significance. Thus, since it is felt that the general type of
relationship system represented by oyasbun-kobun tendencies is widespread
throughout Japanese society, its implications for power structure (part-
icularly informal, 'grass-roots'' patterns) the nature of leadership,
decision-making processes, forms of authority, and the problem of persis-
tence of traditional velues in en industrialized society, are extensive.
On the most concrete level, a knowledge of oyabun-kobun principles would
secem to be of considereble convenience in negotiatione beiwsen Japanese
and members of other societies, in such contexts as gconomic arrangements, .
labor reiations, sand tie values ‘mplicit in cultural exchaage and diplomacy.

The present report is concerncd with a preliminary conceptualization
of a particularly well-defined institution which is patterned on these
oyabun-kobun principles. This institution is called the "labor boss
system”. A general description of the labor boss systcm will follow
immediately, following which, particular case studies and soclological
laterpretations of the labor boss system will be preseated.

(:> B. Characteristics of the Labor Boss System

‘ The "lLabor boss system' refers to a pattern of recruitment and
orgenization of laborers mcdelled on principles of oyabun-kobun relation-
ghip. Its basic structural feature is the relationship of several kobun
(1.e. workers) to an oyabun who technically functions as a labor recruiter,
"straw boss', arnl sometimes, a teacher of occupational skills. The norm-
atively-defined relstionship between oyeburn and kobun is expectedly a re-
ciprocal one of obedience and loyalty to the superior -and of guidance
and benevolence to the subordinate. This type of labor crganization is
known in Japanese as the romu kyckyu Jigyo ( "lebor supply project") ard
prior to 1945, it gererally received the sanction of public opinion and
of the Japanese Government by virtve of its long tradition and the func-
tions it has performed in the contemporary and '' transitional' society

of Japan.

In the several decades preceding the last war, the Japanese Govern-
ment recognized the system by using ''labor bosses! for recruitment of "«
1sbor (particularly those of the cesual and unskilled labor group) -
through its official employment exchanges,’ During the last war, the
Government extablished the Romu Hokoku Kai (Patriotic Lebor Association)

for mobilizing manual laborers and, under its aegls, tens of»thousands\\\\
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of '"abor bosses" received official recognition. As labor mobilizers,
such men became quasi-officials of the government. In the early years
of the Allied Occupation of Japan, this organization, though changed in
name, (e.g., the Romu Kyodo Kai (Labor Cooperative Association of Yoko-
hamas continued as a practical system of supplying and organizing labor
both for the Qccupation Forces as well as for the domestic industries.
It was estimated at this time that about 2 1/2 million workers out of a
total industrial labor force of 15 million were dependent upon these
"labor bosses! or "suppliers" for employment. Organized groups of such
labor bosses were found most frequently among manuel laborers in trans-
portation, manufacturing, and service industries, but there were alsc sub-
stential pumbers among the skilled workers, expecially in the bullding
industry where the majority of the carpenters and other craftsmen were
50 organized. In thesemi-skilled occupations, there were many practical
nurses, fishermen, coal miners, longshoremen,and restaurant cooks whose
employment was dependent upon labor bosses.

1) Principal structural features. The structural foundation of the
labor boss organization is the relationship of the kobun to the oyabun;
that is, the child-role to the parent-role. These relationships can
be extended 80 that they form a very complex organization governing the
employment and virtually the lives of several thousand workers, or they
can be confined to a simple organization of three or four workers. In
the former case, it comcs into being when a ‘'big boss™ dominates a dozen
or more kobun below him, and these in turn become oyabun to kobya sub-
ordinate to them and so on — spreading the oyabun-kobun organizationsl
pyramid with the principal boss at the apex. Thus, in iS4%6 the well-
known Matsul "association" flourished 18 Kanagawa Prefecture, eventually
controlling some 45,000 member workers. -

B. _See Miriam Farley, 1950, pp. b2-b3, who reports 138,000 workers
under Matsui's domination. Data obtained by Project RJSR personnel set
the figure at 45,000.

On the other hand, there are the many small and relatively indepen-
dent bosses who may have only two or three kobun. Such bosses may work
alongside their workers and develop a very close esprit de corps. Often
in such cases, the boss serves as & person who trains his kobun in the
particular customs and techniques cof the trade or occupetion.

The duration of the oyabun-kobun relaniionship is also variable,
depending in large part upon the customs of the particular industry or
trade. Traditionally, where it has been primarily a guild-like systeia,
the relationship has been a life-long arrangement. Bowever, in general,
contemporary manifestations seem to be of shorter duration.

The emphasized normative patterns of the oyabun-kobun system define

a relationship in which the kobun serves obediently and manifesis-complete~-~

‘personal loyalty to the oyabun. The oyasbun in twrn.are.sxpected Lo
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protect and care for their kobun in the prescribved I}enévc.lent fashion.
The strength of tkese reciprocal obligations, of colrse, varies accord-
ing to the circumstances and the expected duration of this relationship.

2) Functions of the labor boss. The labor boss' main technical
function and role is to find empioyment for his men, but he has related
obligations of caring for his kobun in times of illness, of giving or
loaning money in times of nesd, and of assuring minimum subsistence in
periods of unemployment. But, above all, once such relationships are
estshlished on apermanent basis, there is a tendency to wrap up virtually
ail of the oyabun's and the kobun's occupational snd private life into
this network of social relations. Even the iumediste family members of
the principals, if the latter are merried, become involved in the hier-
archical,, duty-laden relationslip.

Though the labor boss system is found most frequently among the
casusl and manual laborer class of occupations, it is by no means limited
to these groups. Some skilled and semi-skilled occupational groups like
carpenters, fishermen, artisans and miners are included in the labor boss
system. In these occupations especially, the oyabun's role of training
and teaching the trade to an apprentice kobun is as importent as that
of finding employment for them. In such cases, there is likely to be
a continuing relationship of respect and obligation between oyabun and
kobun even after the latter are, so to speak, 'on their own". '

Support for such a system of relationships as tais does not arise
solely out of the needs of the workers. Employers, too, have directly
or indirectly aided the system. Many of them favor the system because
it enasbles them to avoid the traditional obligations involved in employer-
employee relations. Since the workers of the labor boss group are con-
sidered to be outside the family of regular company employees, the em-
ployers can shirk responsibility for such obligations with respect to
boss-controlled workers. By the same token, the employers can avoid
certain burdens required by labor and social security legislation.

Many employers have also come to depend upon the expert selection
of workers by bosses to f£ill their particular requirements for skilled
workers. The exhaustive examination of the gqualifications and character
references of such workers is performed by the hosses, particularly those
who have specialized in one industry and who are intimately associated
with the same group of workers over a pericd of years. Moreover, both
in the case of casual workers and of skilled workers, employsrs tend o
regard with apprehension the hiring of strangers' regardless of whatever
formal letters of introduction and rcference they may present. The labor

boss, thus, functions as a guarantor and character reference for the .~~——

workers he personally recruits. The Japanese have & term-far-thig:




watari wo tsukeru fito put up a bridge" to gap the social distance be- 4
‘ tween strangers;.? The boss thus plays the role of a "personnel

9. This, in turn, may be seen as onc manifestation of the tendency
in Japanese society to mediate all relationships by the use of the "go-
between". In general, relationships between people are defined sharply
in terms of "in-group® and "out-group'! memberships. Contacts with the
out-groun members imply a potential conflict ot goals and interests and E
thus the relationships with such individuals are defined as exceedingly
awkward and delicate. The rdjustment ot the potentiaslly conflicting
interests is commonly made by the use of a neutral third person who is &
a member of the in-group of both parties. (See Haring, 1949, p. 852). ‘

director® as well as that of an expert in particular technical work
processes .

The labor boass system should be distinguished from a recruitment
system in which the labor suppliers' only function is that of racruit-
ment. In such a system, the relations of the supplier and the recruiter
is terminated when the'latter uLegins working for the employer. Exaumples
may be found in the labor suppliers who recruit ''workers® directly from 1
villages for employment in the textile mills and for houses of prostitu- o
tion, on a ''contract" or indenture basis. Such labor recruiters are
sometimes salaried employers of the hiring establishment and sometimes
"orokerse " who receive a fee for their services, either as outright pey-
ment or as a certain percentage of the recruited person's wages. How- =
ever, for purposes of the present report, this variation in labor recruit-

C ment will not be considered aspart of the "labor boss system'!. Where

reference is made to this type, it will be designated as the ''labor
broker system".

3) Socially problemetic features of the labor boss system. The
frequently msde charge that the labor boss system is '' undemocratic”
deserves brief discussion becausc, in the reading of the latter pagces
of this report, the present functional analysis of the system could be
interpreted as a complete justificaticn of its desirability. From the
point of view of the boss-controlled workers, certain characteristics o
of the system prevent the legitimate exercise of their generally recog- g
nized civil rights. The system enables the boss to extract a percentage 3
{commonly between 10-30 percent) of the workers pay; it tends to prevent -
workers from either quitting their Jobs or changing them at will; it
m :e8 workers highly dependent upon the personal goodwill of the "boss 4
to maintain their Jobs; 2nd it prevents collective bargeining for the
improvement of working conditions aand the increase of wages.

.'A-“, b

From the standpoint of managewent, the labor boss system creates
certain obstacles to the effective use of the potential services of the
labor under its control. It obstructs the selection, promotion, and
discharge of these laborers on the rational basis of ability and perfor-

mance, and it places certain limitations upon what are generally consie S
dered to be management's prerogatives, viz., the direct supervision snd f_
control of the labor force and the determination of the rate snd tech-
O niques of production.
7
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4) Attempts to eliminate the labor boss system... Though it was vbviousto
the Allled officials at the beginning of the Occupation that this system
of recruitment and control by bosses contained wany !''undemocratic®
features, local military government commanders were interested in getting
their immediate Job of reconstruction done and could not be concerned with
reform. By late 1947, however, the Headquarters staff, in cooperation
with officials of the Japanese Government, had prepared the basic found-
ations for a program to modify or eliminate these bossist tendencies in
labor relations. Several important pieces of labor legislation — partic-
ularly, the Labor Standards Law (September 1947) and the Employment Secur-
ity Law (December 1947) — were promulgated and a system of public employ-
meut exchanges were established in some 445 local offices throughout Japen.
An active education and reorientation program was instituted and visible
symbols of force were placed in all districts in the form of ' labor
boss inspectors" who were expected to ferret out violetors of the new
labor statutes.

In the 28 months betwecn March 1948 and July 1950, it was reported
by the Jepancse Government that these ' labor boss inspectors' were able
to eliminate 42,000 labor bosses and to 'free" soue 1,113,000 workers
from boss-control. Allied officials concerned with lsbor reforms, how-
ever, were skeptical about thesc figures for the following reasons: their
admittedly unsystematic, but objective observations indicated that these
figures were cumulative data-on initial termination of labor boss organ-
izations, and that these data failed to take into account cases where
operations were resumed after being once terminated. Also important was
the fact that among these thousands of reported cases, only 13 labor
bosses and six employers were successfully prosecuted under the provisions
of the pew labor laws. Moreover, most of these few prosecutions were of
8 technical nature and could be corrected by simple changes in organi-
z2ation or technical procedure.

It was evident that in spite of explicit legal prohibition, wide-
spread propagenda, and reguler inspections, the labor suppliers continued
to exert their influence upon the employment system of local exchange
offices, and the etployers continued to use the services of the bosses.
Many 'lavor bosses't short-circuited the official employment exchange
offices and took their underlings directly to prospective employers where
they were often registered on the company roster as "foremen'' to cover
up their prohibitcd operations. Other labor suppliers of this 1lllegal
type regerded themselves as ' independent labor contractors® who 'hired'!
laborers through the official exchange offices and contracted with the
employer establishments for the labor services of their groups. Recent
information from Japan indicates that these trends are continuing and
even accelerating.

With this introductory description in mind, thc case studies and
preliminary sociological interpretations of the labor boss system may
be consjidered. A careful reading cf these materisls may help to explain
some of the difficulties inherent-in the program for the elimination of-.
the lebor b-ss systen/ ~
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II. THE PRIMARY ORGANIZATION OF THE LABOR BOSS SYSTEM: The Kumi

A. cfinition
bl il

The association of a labor supplier and a group of workers who are
formlly related through oyabun-kobun ties constitutes the primary

organization of the labor boss system. This primary organization will
be known in this report as the kund. .10

10. When this word is modified by proper nouns or other adjectives
it is pronounced as "gumi". Exemples are: Shimlzu Gumi, Sano Gumi, etc.

The word kumi in current Japanese usage designates a wide variety
of social and economic organizations, as for example, a gang, a guild,
an association, a company and cven 2 corporation. It is believed that
the term originally was used tv designate a group or collectivity in which
the members were organized by means of oyabun-kobun ties. Thus, certain
stock companies which bear the name kuml today are probably organizations
which had en original oy=sbun-kobun structure and eventually developed into
a legally-constituted company as & resuit of expansion of operations and -
favoreble btusiness  conditions. In the present report, however, the term
kuni will be used to designate the elemen iiry organization (o "one
generation" of oyabun-kobun relationship. As such 1t must be distin-
11 Throughout the remaining portion of this paper, the term °
"oyabun''will be used synonymously with the concept ‘'labor boss'' while
his subordinates in the kuml will be designated as '*kobun'' . However,
#s we shall see, not all subordinates of a labor boss are "kobun". Sone
workers may be supervised by the oyabun, but do not belong to his kumi
by virtue of the fact that they have not been ceremonially initiated.
To prevent confusion between the subordinate workers who belong to the

kumi and those who do not, we will designate the latter type as 'non-
kumi® workers.

guisned from larger organizations which involve several layers or 'Rener-

ations" of oyabun-kobun ties, as was illustrated in Part I by the Rouu
¥Xyodo Kail.

B. Some Mechanisms for Promoting Solidarity in the Kumi.

As in any customary social institution, there is developed within the
the labor boss system a nurber of mechanisms which function to maintain
solidarity, morale, and purposive activities of the group. Accordingly,
some of these wechanisns as they appear at certain focal points in the
life of the kumi may be considered. These are: the induction of new
members, the ternination of mecbership, and the jingi rituals.
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1. The initiation of new members. When a new nember is accepted in
a tightly knit kuni, the probability is high that the group will cele-
brate such an occasion with ceremonial observences. A fairly typical
case of an initiation ceremcay held in 1947 by a traditional kumi will
be presented below: (This kumi organization is discussed in greaucr de-
tail in part III of this report )

The initiation ceremony took place in the 'bffice" of the oysbun,
and was held on a festive day honoring the local mountain diety. Two
kobun were initiated. The ceremony was divided into two parts: the first
was a rather simple ''oath taking' ritual which was 'Wwitnessed” by a
"go-between®™. The witness was an oyabun of another kumi operating in
the same construction project. The principal oyabun, aftcr a brief in-
troduction, announced to each candidate that: "I will meke you my kobun®'.
To this the kobun candidates responded, '' By your special generosity,

I will become your kobun". The oyabun then placed two new name plates -
small, thin bosrds, with Japenese characters written on them — on the
wall of his office alongside cther remes of kuml members. The name .
plates reseuble the following specinmen:

1
Kobun: Hideo Hayashi I

Newly named as: Hideo Sanol?

12. 'Sano” is the family name of the oyabun.

As he placed these name plates on the wall, thecyabun commented: "This

is like getting e foster-child'. This marked the end of the first part
of the ceremony, and the members. of the kumi, -joined by the -oyabun's
wife, sat down in the usual Japanesc feshion on the floor and around a

small short-legged table.

The oyabun sat at the 'head" of the table with his wife on his left.
The go-between sat on the left side of the table nearest the oyabun znd
all others were arranged around the table according to senlority ia
the Xumi.

On the table were two trays: one containing two srall wine cups
(sak=zuki); two containers of rice-wine; a plate with two cooked fish
laid stomach-to-stomach; and & pair of chopsticks; and the other tray
having only a large diamond-shaped ceremonial paper (hosho).

The second part of the ceremony began with the go-between taking
one wine flask and pouring the ritual rice wine with three distinct
powring motions into the cup held by the principal oyabun. As he
did this, the go-between solemnly stated, barely above a whisper,

10
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‘i’ '"I shall now be honorezd to act as a go-between". Taking up the chop-
sticks, the go-between then dropped a pinch cf salt and a piecc of fish
into the filled cup. The ritual was repeated again for the second cup

which was held by the oyabun's wife. During this activity, everyone
else maintained strict silence.

Next, tkhe oyabun and his wife picked up their cups and each took
three small sips. The go-between stood up immediately, picked up the
oyabun's cup and offered it to the person sitting nearest the oyabun's
right; while the wife's cup was presented to the man on her left. Each
person, irn turn, took his required number of sips and passed it on to
the next. One cup went around counter-clockwise and the other clockwise.
When the cups were returned to the head of the table again, the go-between
poured the ramaining wine; and put the pieces of fish and salt on the
cereronial paper which was then on the second tray. Sliowly and method-
ically he kneaded this combination and formed little wads of damp paper.
Then, standing up, he threw these wads ageinst the ceiling. This com-
pleted, he sat down and shcuted, "May I borrow your hands" (Will you
please clap your hends). Immediately everyone in the room clappad his -
| hands rhytnmically for a few seconds. Somebody then shouted, "medeto
gozai-masu (congratulations)', and the ceremony was over. With this,
the oyabun got up and expressed his appreciation to the go-between, <nd
shortly the somber ceremony gave way to a hilarious drinki.g party.

AR There are a number of symbolic and sacred elements in the description

. : Just presented which deserve comment. The ceremony took place on a
"happy day", that is, the holiday of the local mountain god. The diety's
help in the protection of these newly-made oyabun-kobun ties were thought
to be important. The role of the go-between was significant both as a
witness to the event and as a visible representative of the larger codd-- -
munity which sanctions these new ties in kumi relations. The acquiring
of the oyabun's family name by the kobun, as recorded on the name plate,
and the statement about acquiring a 'foster-child®, point to strong T
Tamilistiic notions. The two fish laid belly-to-belly is clearly symbolic
of birth. Tnough not discussed above, a few days later a presentation ;
of the tradidtional workmen's dyed cotton Jecket with the name of the !
kumi and the relationship to the kobun on it was made. This "gift" was ’
said to represent "birthday'' clothes. The mixture of the salt, fish, !
apd ritual wine was the symbol of blood. The three sips of wine is in-
teresting in view of the fact that the Japanese marriage ceremony has
a similar ritual element. Finally, the vows teken to become a kobun is
interesting in view of the fact that the labor boss system is an economic
occupational orgenization. Yt is noteworthy in this oath that nothing
is explicitly stated about the purpose and duration of the relationship,
the conditions under which the kobun are to serve, his technical functions
or the rights and ovligations of either parties to the relationship.
Like the tarriage ceremony, it is evident that the oeth 8t least. ideally,
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. is intended to cover all) contingencies 'for better or for worse'' .13

13, Incidentaelly, the procise ritual significance of the throwing

of the wadded paper upon the cciling is unknown to tae writers at this
time.

" "A noteof -ceusion: the above description contains elements which

may appear to be descriptive of archaic and THuAtmt*-custows-of .ald Japan.
The case was not described in order to give the impression that the people
belonging to such kumi were isolated from the main currents of contempo-
rary Japaunese life, or that their beliefs were anachronistic survivals

of the '"folk culture" of Japan. Thie ceremony actually took place in
1947 and similar ceremonies were regularly reported tc the research staff,
all of which indicates that such rituals play roles of considerable im-
portance in the functioning of the labor toss system. Moreover, as will
be shown later, the people participating in such rituals are literate,

have for the most part completed the required education for all Japan-

ese citizens, have traveclled exteasively in Japan, and are quite conver-
sant asbout matters which concern their community, nation; and the world.

2. Termination of Kumi Relationship. It was pointed out in the
preceding paragraphs that the oath taken at the time of initiation was,
among other things, highly unspecific as to the duration and functions
of the relationship. However, it is not to be implied that there is no

i specification whatsoever in the relationship itself. For one thing,

‘ ) the particular customs of the boss system within a particular industry

2 or occupation defines within broad limits the duration of the relation-

ship. Boss-worker relations among construction laborers and carpenters,
for example, seem tc bc limited to the duretion of the particuler Job
(e.g., when the particular dbridge is completed, or a building is finished)
for which the oyabun had "contracted' with the employing company. On
the other hand, the continuation of the traditional boss-worker relation-
ship as, for example, in the mines, seems to be one which is specified
as of long duration. Here important factors like the mumber cf yesers
of training received from the oyabun and the difficulty of finding em-
ployment elsewhere without his aid or conseant seen to require a longer
relationship.

In general, then, there scens to be two broad types of relationship,
the first or ‘'discrete'' type; and the second, the 'continuative'' type.
The general fecatures of each type may be discussed with respect to the
problem of termination of the relationship:

The t‘discretc” type is one in which thc oyabun calls together a

group of workers for a specific task, contract, or project and makes

no explicit promises concerning the continuation of relations after the -

completion of the task. This is typical of oy.bun-kobun relations among

the carpenters, cabinet makers, fishermen, forestry-workers, construchion,ﬂ

workers and similar tredes. Thus,dmw—the-discrete type the oyab ;

groups or kumi are formed and terminated, for all.practica
’ correlative with the given task or project of the group.

12
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. The "continuative" type of relationship is found among the steve- -
dores, service tradec within large industries, the profession of prac- -
tical nurse, extra-legel groups (e.g., gamblers), strecet-stall operators, -
and the like. These oyabun-kobun types of relationships are in one sense
long-term relationships; there is no clear cut bveginning and ending of
the relationship on a group basis. Individuals are recruited within
the group as individuals and they leave the group on an individual basis.
Thus, the group identity is maintained indefinitely in spite of individ- ..
ual changes in personnel.

N
Now, the implications for termination of the relationship with each
of these types are great.. In the second, or continuative case, the in-
tiation cercvmony is done _more-or leéss individually. There is apt to
be little group ceremsiy vwhen the termination is effected. Such term-
—’ipatien’often takes place when either party decides that the relationship
-~ 1is not mutually satisfactory or ill-feeling has developed so that the
relationship beccmes untenable. As a result, the termination of the
relationship often takes place amidst anger, and the simple command of
the oyabun to the kobun %o ''return your sakazuki (rice cup used at the
initiation ceremony)" or to ''throw away your cakazuki® is enough to sig-
nify the end of the reletionship and the correlated obligations.

In the case of the discrete type, there is at ihe Leginning of the
contracted job an initiation ceremony for the group as a whole and when
_ the Job is finished, tkere is usually a party or wine-drinking ceremony
"‘ signifying the completion of the task. There is an implicit obligation
on the part of the kobun to stay with the Job until it is finished, re-
gardless of the hard feelings and evidences of bad faith that may have
occurred in the process. Hcwever, when the particular unit of work or
the task has been completed, the kobun nominally have the right to choose
whether or not they would like to continue the relationship with the oya-
bun when he passes to the next contracted project. Thus, especially in
the discrete type, there is an element of continuous process of selection;
that is, if the oyabun finds a particularly able kobun, he may continue
to recruit him for other jobs and, by the same token, if the kobun found
the particular oyabun satisfactory 1o him, he may assent to continue the
relacvionship for the next project aad so on, continuing “partnership'’
for a number of years.

However, whether a given relationship is part of a "discrete" or
a "'continustive'' system, there exists for all boss groups certain grounds
on which this oyabun-kobun relationship may be leruinated. In addition
to such intangibles as personality conflicts between the oyabun and the
more or liess autometic termination process characteristic of the dis-
crete type, there are two genersl conditions and/or means by which tert-
ination results, The first is one in which the oyabun fails to live up
to his minimum obligations to his kobun. Thes: failures include the
continued inability of the boss to find employment for the kobun and to
furnish him with aid in timeof~dillness, financial.need-~or waemployment,
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which are the obligations vitally necessary to maintein the system. The
second is the 'disposal'' of the services of a kobun to another oyabun
or employer. This can come about in one of three general ways: (a) by
the boss selling, loaning, or "bartering" the services of the kobun to
another oysbun or employer; (b) by the kobun changing his occupaticn,
as for example, by leaving & Job for farm work; and (c) by the kobun
taking the initiative through devious means to join a more influential
or successful oyabun, who in turn would negotiate with the former oyzbun
for the subject kobun's servicas. (A more detained analysis of this
last meneuver will be given in a later part of the report.) In summary,
then, vhetber or not the relstionship between a particular oysbun and .
kobun continues indefinitely or not depends to a large extent upon the
oyabun's social and economic '"‘power" — power as measured by his ability
to find employment, to provide & modicum of social security, to exert
influence upon other oyabun competitors, and to maintain his prestige
and social standing in the larger community of oyabun-kobun relations,

3. The Jingi and other ceremonial observances. A widespread ritual
practice in the labor boss system is the jingi {roughly, “integrity“)
ceremony. This observance refers to a ritual in which the exchange of
sacredly significant phrases takes place between members of the same or
different kumi, nominally to establish relationship in a specific or
generalized kw kumi brotherhood. Thus, when a kobun of one district visits
a friendly kumi in another, the correct or satisfactory recitation of
j}ggi is his admission to free lodging and board. The Jingi ceremony .
may also serve to obtain for a kumi member certain other benefices, such
as aid in seeking a Job, pocket money, snd special advice from other
oyabun. Still other occasions for the ritual srise when a kumji member's
loyalty is in question. The proper or improper recitation and behavior
manifested during this ritual by the suspect is sald to be a measure of
his "true sentiments.”

There are also many ritual observances of the kumi which are con-
nected with the ceremoniel calender of the particular industry in which
they are employed, as well as of the region in which they live. Thes=z
religious and secular events provide further opportunities for the kumi
to participate as a group. In addition to these, there are such occa-
sions for ritual as the oyabun's return from a long trip, the completion
of a major unit of work, the marriage of a kobun, the christening of an
oyabun's grandchild, the death of a member of the kumi and subsequent
anniverseric:s of this event — all of which are extremely important to
the maintainance or the strengthening of the solidarity and wmorale of the
kumi. These cerenonial events, then, symbolize the idea that the kuml

18 not merely an occupational. association, but also a meaningful "way

of life', a veritable society.
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- position or status he holds with respect to other particular individuals,

he can be an oyabun, kobun, and anibun - all at the same time. This
way be contrasted with a functional terminology in which, for example,
a "foreran" is such to everyone in the work group or enterprise. Per-
haps these oyabun-kobun terms may be clarified by presenting a dlagram
somevhat analogous to kinship diagrems commonly used by anthropclogists
(sce Teble I ). In this diagram, tbe point of reference is designated
as EGO and all his theoretical kumi "relatives'' are named relative tc

him.
TABLE 1: SCHEMATIC DIAGRAM OF KUMI TERMS OF REFERENCE
0-Oyabun "Status Generation": o-oysbun
Oyebun '* Status Generation": ojibun oyabun 0j1bun
- } B
Kyodaibun "Staiv.a Jeperation'': Anfibun EGO Ototbbun
‘ (Higher senior- . (Less senior-

‘ ity than ego) ity than ego

Kobun ''Stetus Generation'®: Kobun Kopun Kobun

Magobun ''Status Generation”: Magobun r-‘.a.glbun Magobun Me.ngun Mag[bun Mangu‘h

It will be noted in the above Table that the term * status generation!
is comparable to the use of the concept of generation in kinship system
analysis. Like kinship groupings, on each "status generation” level,
the number of statuses can be extended horizontally, but of course by
a different mechanism. In kinship systems this horizontal extersion is
normally made by means of new marriage bonds; in oyabun-kobun systems,
this extension is made possible by establishing new '""brotherhood' rela-
tions (kyodaibun), as previously explained. .

In many empirical kinship systems, therz are terminological differ-
ences between "terms of referencd' and ''terms of address', the former
referring to how a particular relative is classified in the system and
the latter to how the relative is actually called or addraessed by ego. ~.
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between the anibun and the ototobun are considerably weeker. Hence,

in principle, the stress in placed upon "vertical" or hierarchical
status relationships in the lebor boss system, and this might be con-
trasted with the structurel principle of a trade union in which the basic
solidarity unit is that between workers of the same ' horizontal® class
or status. Vertical solidarity as manifested in feelings of loyealty,
reverence, and conversely, of benevolence, seems to work against the
feeling of ‘' class consciousness"™ amnug workers of the same occupation
or cless, because the sociasl bonds are greater between the worker and the
kumi leader than among the workers themselves.

The concept of authority in the kumi is an important feature govern-
ing the relationship betveen the oyabun and his kobun. Authority in the
kumi is legitimized on the basis that is has been handed down from the
past, i.e., either 'it has always existed”, or "it has been customary".
The oyabun who exercises authority is not so much & person of higher
moral character or superior tecihnical knowledge, but is rather a personsl
"ehief'', a necessary coordinator of personalities and decision-maker.

His workers, the kctun, are not "members™ of a free association with
limited purposes or specific goals, but are “comrades™ in & way of living
which iavolves a multiplicity of social and economic goals and obligations.
The tie that binds the workers to their chief is normatively not a self-~
-interested one required by association in a common enterprise, but rather

~ - 1s personal loyalty and obligation.

Personal loyalty means that subordination and obedience are due
to the persons who occupy positions of authority on the basis of custom,
not on the basis of enacted regulations. It also connotes the fact that
the leader's prerogatives, other than certain iimivaticns imposed by the
specific norms, are a matter of free personal choice. In the oyabun-
kobun system, this relative arbitrariness of action permitted tke oyabun
by the norms of the system may have dire consequences for an oyabun who
is placed in a loyalty-conflict situation, or whose verbal statements may
be susceptible of misinterpretation. The system subjects an oyabun to
temptations of corruption, graff, bribery, and to deduct excessively from
the worker's wages. It is alsc these particular characteristics which at-. -
tract frequent public corndemnation of the labor boss system.

Yet, on the other side of the coin, since the oyabun's prerogatives
are not restricted by specific legislation and regulations like those
of & bureaucrat or & foreman in a rationalized industrial plant, the
opportunities to confer "largess' (onkei) on the basis of persunal likes
and aislikes are also great. The oyabun's bestowing of special allowances
in ceses of illness, unemployment, and indebtedness of his kobun are
examples of this largess. However, aside from what is cus’.saary, per-
sonsl motivations in these &c“s may be based upon principles of self-
interest, common sense or practical necessity.
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From the standpoint of modern employment practices, other acts of
largess might be considered taboo; viz., the prerogative cof the oyabun
to select or to promote his kobun on thebasis of personal choice. This
suthority of the oyabun to appoint or to promcte the kobun on the basis
of personal favoritism is an importent element governing their relation-
ship. Those kobun who are ambitious and desirous of climbing in the
hierarchical system therefore tend to compete for this preferential treat-
ment. Manifestations of proper and respectful behavior in speech and
action are not the only prerequisites. The kcbun does not attempt to
impress the oyabun in working situations alone; he &lso does as many
odd jobs as he can for the oyabun and his family in his off-duty hours.
Such tasks mRy be menial like running errands, chopping wood or fetching
water, Nevertheless, the recognition that this is on: of the ways for

. rising in the system or remaining on good personal terms with the oyabun

mekes it an important factor governing the relationships between the
*boss" and his worker.

The above sketch of the oyabun-kobun relationships in respect to
authority, personal loyalty, and preferential treatment is admittedly
an idealized picture. To provide a more balanced presentation, some
indication of the checks and balances governing the relationship may
be given. The most obvious of these is that, ultimately, the authority
of the oyabun depends upon the willingness of the kobun to respect his
authority. The oyabun cannot ignore the fact that numerous cases of
insubordination would be indicative of poor morale. The fact that kobun
do run away or become attached to other oyabun — in spite of the fre-
quent existence of unwrittea codes and agreements among labor bhosses
designed to prevent this - impels the oysbun to mend his wvays. 8imi-~
larly, among kobun the competition to win the “eye' of the oyabun is
limited and controlled by informal sanctions of ridicule, '‘character-
assasination'' and ostracism.

3. Anibun-Ototobun Relationships. The anibun-ototobun (elder-
younger brother) relationship becomes established when an oyabun acquires
two or more kobun. It is customary that the first kobun to Join the
group is designated as having senior status over others who join later.
This is recognized by reference to the senior as anibun and the Junior
as ototobun. —Accordingly, as additional kobun are added to the kumi,

a new set of anivcun-kobun relationshipes form. It must be noted, however,
that this rule of seniority based upon date of membership is sometimes
neglected by an oyabun who may desire to exercise his prerogative of
preferential treatmeat.

Although the anibun-ototobun relationships have less functional
significence for the system than the oyabun-kobun relations, the import-
ance of the anibun'’s role incrcases as the size of the kumi increases,
That is, as the group becomes too large for a single oyabun to mwaintain
the requisite personal and face-to-face reclationships with each of his
kobun, some of the supervisory functions and authority are delegated

18
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to the anibun. It is possible also that eventually the oyabun may
reward an enterprising anibun by arranging to have him become an indepen-
dent oyabur and offering some of his kobun to the appointee.

In general, there are two ways in which anibun-ototobun relation-
ships are initiated. The firs% is more typical and is thc one previously
discussed. It is a type in which both parties are kobun to the same -
oyabun - the seniority relationship becoming automatic and really in-
cidental to the main purpose of becoming & kobun. The other way anibun-
ototobun relationships may form is to bring together two kobun who tech-
nically belong to a different oysbun's kumi. It may be said that this
type of relationship is not en incidental one, but is formed with certain
objectives in tind . One such purpose is to establish an interlocking
system of kumi roughly analogous to interlccking directorships in corpor-
ations. When a gfven kumi has established & net work of relations with
other kumi by such tactics, it forms a strengthened coalition with res-
pect to both "outside" laborers not belonging to any member kumi and the
manegement: of the employing company or companies. Another purpose for
forming these relations between kobun originally bvelonging to different
oyabun is to provide for the "adoption' of an "orphan" kobun, so to speak.
As intimated previously, because of the inherent vicissitudes of economic
and personal life, many oyabun are not able to stay in business, and the
kobun often £ind their way into other kumi thrcigh adoption.

4. O-oyabun - magobun relatiomnships. This"grandfather-grandchild'*
type of relatlonship in the kumi system seems to be less regular and -
patterned then either of the two preceeding types. This scems. to be the
case beceuse the relationship is not as vital to the inner solidarity of
the kumi as the others. It must be kept in mind that the primary bonds
of loyalties in-tke kumi system exist between the oyabun and the kobun,

" and where other loyalites - such as the o-oyabun-magobun Ayad - are in

corfl £t with thh oyabun-kobun tie, the latter must give way. In the prac-
tical case however, there are many varying circumstances by which the
bonds and relationships between the o-oyabun and the magobun are made
strong, weak, or practically non-existent. Specific cases will be given
in the sections that follow, but some of the variations are worthy of
mention. Personal as will as situational factors mey enter into the
different cases. In the former case, a given o=oyabun may send his ac-
tual son to work for his kobun (perhaps at first as an epprentice and
later as a kobun). When this son becomes e kobun and with his mester
alresdy an oyabun, there automatically forms an o-oyabun-magobun dyad.
In this particular kind of relationship, then, the real father-son
relation coincides with the o-oyabun.magobun relationship of the kumi
system, and hence the bonds between the two are apt to ve ;articulariy
strong.

dituational factors also affect the relations between the o-oyabun-
magobun dyad. It seems fairly clear that where the practicing o-oyabun
is in business in the same community or locality as the magobun's kumi
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the "grandfather-grandchild" type of relationship would tend to be
stronger than if they were not. In such situsticns, the opportunities
for face-to-face contact and for giving and receiving advice and aid
are great. However, this is not to imply that wherc distance separates
the two individuals concerned, there are no relationships of importance.
It often happens thet magobun are forcad to seek a temporany Job else-
vwhere and one of the best means of accomplishing this is to "exploit"
an o-oyabun who may be doing business in another locality.

5. Ojibun-kobun relationships. Finally, the patterns which typify
the relations of the Xobun and the ojibun (uncle status) must be mentioned.
This relationship is probably the most tenuous of all the dyadic reletion-
ships of the kumi system because the ojibun status seems to de, so to
speak, a catch , & residual category. Persons who are brought into
the kumi group in this status are most often individusls who seek employ-
ment primarily on the basis of particularly close kinship or special
friendship ties with the oyubun. They present a special probvlem to the
‘oyabun: if he accepts them into the group, he must considar them as due
a position above that of the ordinary workers (i.e., the kobun) and yet
it is plain that he cannot assign them to a status equal to his because
this would endenger or threaten his position. If he is *o hire these
persons, he must invariably give them an intermediste (if in name omly)
or immocuous status. Such is the position of the ojibun. For this
reason, it seems the relations between the kobun and the ojibun are po-
tentially conflicting. B '

Thus, in those concrete situations where the ojibun, because of
previous work experience and evidence of aebility, contribute to the
efforts and goels of the kumi, the relationship betveen the kobun and
ojibun, no doubt, results in a workecble and, sometimes, respectable and
cooperative relationship. However, in the case where the ojibun bhas no
gpeciel abiiity or inclination to perform his duties well, it is likely
that the relationship betweecn the kobun and ojibun are & continual source
of strain, as will be seen in the case studies presented in the next
Bectica. :

There remuins cne other way in which an ojibun-kobun dyad may be
formed. This occurs when an oyabtun forms a "brotherhood! relationship
(kycdeibun) with an oyabun of another kumi. In such cases, the oyabun

the secornd kumi are ojibun to the kobun of the first kumi. The re-
lationships betwesn the ojibun and kobun in this case are not important,
since they do no’. belong to the same kumi. Their relationships are
incidental to the loyalties and obligations of theprimary oyabun-kobun
ties within each of the respective kumi.
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This section will consist cf a description of three coumon types of
organizations of the labor boss system which possessing social relations net=
works which‘exceed in size and conplexity those within the primary kumi
group, These larger organizations will be lmnown as "secondary organi-
zations" and they include the "dornitory group', the "lmumi clique®, and
the "kuni council®, The first is an organization composed of both luni
and non-kumi workers and their family members who room and board at™a
cormon establishuent; the second is an informally organized group composed
ol close oyabun associates and their respective kumi members; angd, ,
finally, the third is a formally organized associdtion of umi with
relevant oificials delegated te fulfill certain institutionalized funce
tions of the association. It must be noted, however, that for any given
plant, enterprise, district or any of the subdivisions in which the
labor boss system is a characteristic system of employment, all of these
sccondary organizations will not necessarily be found,

s A, The Dormitory Grou;)17

17 This case is based upon the field reports of Mr, Koichi Bai and
his associates cf the Faculty of Law, Tokyo University, ur, Bai was a
part~time member of the Public Opinion and Sociological iesearch'Division
both during and following this investigation, The study was made in
October 1947 and the materials presented reflect the situation prior to
the implementation of vardious reform measurcs of the Occupation to
eliminate the labor boss system, All proper names, including place
names, used in this case study have been changed in an attempt to protect
the anonymity of the persons conccrned,

- -

1) Backgrovnd of the Sano Hamba, Toward the end of 1546, the
Kogyo Company was one of three large construction enterprises engaged
in digging a series of tunnels through the mountains in Fukushima
Prefecturz, These tunnels were constructed for the purpose of feeding
water from a nearby lake into the loeal irrigation canals. iir, Sakai,
an executive of the Company, was sent to this location to establish a
branch office and to begin the operations for the Company., He assembled
a group of six labor supnliers who, in turn, were coxaissioned to recruit
the laborers nccesszry for the job, fAmong these labor suppliers vas
Hr, 5ano, the principal oyabun under consideration in this case study,

The occupational history of Sano is interesting because it il-
Justrates the importance of personal relationshixs in the hiring and re-
cruiting practices of this type of enterprise, At the tiae he was called
to the present job, Sano was 4 yezrs cld, He began his career in this
trade as & ditch-digrer at the age of 15, His work expericnce was
rrincinally in railroad and dan construction works, i/hen he was 27, he
was promoted from the grade of a common laborer to that of a kobun of
one of Sakai's kobun (i,e., Sano was a magobun — grandchild-status —
of Sakai), later when Sano vms working at the Omi Army Base (19U1-~19ii)

' 21
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he was invited to become a direct ‘kobun of Sakai, thus being promoted
to a full-fledged oyabun oi' the workers he had recruited, vhen Sakai
vas given the present position in the Kogyo Company, Sano vas asked
again ‘o be one of Sakai's labor suppliers,

Sano's basic formula for describing his relations with Sakai and
others working on this particular overation can be sumarized in this
statcment

“The logyo Company is a family and the chief of the sub-branch
(Sakai), is the fathew, /e, the workers, are the children and I
am the eldest son among them,"

From Sakai's and the Company's point of view, to have a labor
supplier like Sano as a kobun seems to have certain advantages, Sakai
explained it in this manner:

"When I give out Jjobs or materials, I give Sano the poorest one of
the lot because he is my (direct) kcbun, whereas others are not,
Kooun are supposed to tai:e the poorest, It is a mistake for them
to expect to be given the best in a given situation, One cannot
become a kobun if he thinks thus, Vhen 2 non-kobun works ten hours,
the kobun should work twelve, In this light, it may seem that
there is no advantage to the oyabun-xobun relationship, ilowever,
in exchange, when others are not working, the oyabun /ulea.mng ﬁakag
looks after the welfare of his kobun /Mmendo o mite yaru'/,"

-

18 But there scems to be more to it than this, In the calculatiol
of the contracted price to the various labor bosses, it is noteworthy
that Sakai paid Sano at a higher rate per unit of work than any other
labor boss on this project,

Sakai continuad to add tc his argument:

"Once a person is made a kobun, he works hard, even without profit.
or immediate gain, Although he may be glven pernission to seek woz‘f(-
elsevherc, he eseldom does so, Iven if he does, he comes bacl when
ordered to do so."

This secems to be the case with Sano, as can be seen from the fact of his
continuing emnloyment relationship with Sakai, .

Sano's loyalty to Sakai is, however, not without benefits., He is
the most importart of all Sakai's labor supvliers at this base, In the
thirty years or morc that he has worked in such an occupation, he has
risen steadily and has had a modicum of job secufity through the years
as the result of his oyabun-kobun ties witii 3akai, Sano himself is said
to have throughout the country abcut 100 worlers who have been at one
time or another his kobun and who constitute a poul ¢f laborers he may
Teount upon” to a greater cr lesser deoree, if the need arises, Although,
by defmitlon, he is still a laborer, in his own cyes he has achicved
status anong his colleazues and has acquired certein technical. skills as

(3%
N

B g B G AR I e . IR A MRy L e e e Plgcei o AT IR N AT T R s N et A T e




o e N B Lo s a AR RIET e o O
PEPMEDTIACTIY IO T ) T SN AR S ¢ e e A R B S A B SR T i AT R

well as managerial ability of which he is proud, Most certainly he has
prestige in his cormunity, he exercises considerable control over his
workers'! technical roles as well as their private lives, he enjoys a
fairly comfortable living (a living stendard nerhaps comparable to a
lower-middle class Japanese), and his rermuncration, though equalled by
skilled factory workers, is perhaps compensated for in that he has a
greater degree of indepcndence,

2) Cstablishuent of the Sano Hamba,l® At the time of the study,

15 The torm hamba ( literally, an "eating place") rofers both to the
building (s) wher@ I@borers board and the group which normally sleep at
this place. In a sensec, the ter is used like the Japanese *orm ie (house)
which refers both tc thé building whére the Family is housed and to the
social group which resides in that structure, Other Japanese terms roughly
cquivalent in function to the haba are: nimpu-b (coolie-room),

I nzya (shed or barn), doko-beya (IZborers! Toor), The name of a particular
Famba i5 knowm by t-o Tamc o% the manager (i.c., the cyabun): hence the
phirase "Sano Hazba" meons a hawba which is operatcd, but not necessarily
owned, by a lr, Sano, In th¢ prescent case the buildings of the harba
were owned by the Kogyo Company,

—— ——

Sano's dormitcry group was composcd of the following members: a) his.
lumi (primary group) of nine individuals including himself; b) a
secondary group of 39 laborers not formally inducted into the kumi and
therefore not related by oyabun-lkobun tics; and ¢) a tertiary group of

_about 244 family members (wives and children) of the above-mentioned
rembers,

It is significant to note that nonc of the kumi members and most of
the non-kumi lsborers verc not recruited from the imaediate district
where the prescnt job was taking nlace, It becomes clear in such a case
that some kind of housing must be provided these men., In the present
case, the Kogyo Company furnished the housing and some very rudinentary
kitchen utensils, bedding, and furniture, Thus, it is from the nccessity
to work togethcr and to share the conmon living facilities that the
olements of 2 microcosmic socicl system develop, This is the basis of
the social organization of the dormitory groun.

3) Recruiting of workers, As a labor supplier, Sano nad the solo
responsibIiity Tor sccuring lavorers for this construction job, As
mentioned previously, in October 19h7 his woriing crew consistsd of eight
kuni nembers and some 39 non-kumi laborers, VYo doubt, Sano would have
Tiked to have included more of the non-kumi workers as his kobun, but
because of the financial obligations of oyabunships; he felt that the
eight were all hc could afford under the circumstances, The following,
TABL: %(])ZI, is 2 list of the priuziy means by which the kumi members were
hired: -

: 20 For the sake of simplicity, tho ~umi members will not be identi-
.» fied by nanme, -

-
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TABLS IIX: THS TIRSOHAL RUXATIONUSHIPS BY WiiCll
SAT0 GUIMI ILZBIORS LZAE JLECRUITLED

Ojibun A: the eldest son of the oyabun
Ojibun D: - thc younger brother of oycbun
Ojjbun C: +the brother of oyzbun!s wife

Ojibun D: a2 special skilled worker who
was recommended by ojibun B

(S
o2
.

a kobian whe had worked for the
oyabun for thc past cight ycars,

Kobun

Kobun B: a skilled worker whc had been
reconmmendced by ojibun B,

Kobun C: a skilled worker recommended
by ojivun C,

obun D: a skilled worker recomacnded
by one of the oyabun?!s friends
in the labor supnly business,

How the 39 non-kumi workcrs were hircd is indicated in TABLE IV,

TABLZ IVe TIIS [T AUS DY WHICH NOU-XU..I 040l
CF SANG MY A WERE RECRUITED

a) workers who wcre introduced by the oyabunis previous
kobun whe werce not working with him on this project.. .. 1

b) workers who vere introduced by lobun & ,,,, 6
¢) workers who were introduced by peoplc hired in the
two preccding catcgories (a and b) 6
d) workers vho vere hired by sclf-introduction 12
¢) workers whose rccommendation and "conncetions!
are unkno'mn 1
39

A month or so previous to the study, tic oyabun had an additional
group of 31 farmers whe wwrked for him on a temporary basis, This group
wes recruited by virtuc of the fact they had proviously tiorked for him
on anothcr nrojcct,

2L
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, It is intcresting Lo notc that out of the original 80 worlkers
(including the 31 part~timc laborors), all, c:eupt for 12, wiore hired
Y beecause of some previous relationship, either on the bascs of actual
kinship, oyabun-kobun tics, or fricndship, It is cvident then that the
mejority of the workers smre recruited on a particularistic basis — it
is "who onc lnows, rather than what onc knows® that counts in this systcn,
Indced, anxicty over the hiring of the 12 workers who came by sclf-
introduction wms cxpressod by the senior kooun (Kobun A):

"Many of them (the 12 workers) arc skilled smrkers and thcy work
very hard, but becausc they come tc work "lightly' (mcaning no
obligctions to any kumi member or his friond), they have a2 tendency
to skip jobs whenever thoy feel like it., ‘e must take precautions
against this",

L) The kuri, thc prima oup of the Sano Hamba, The social and
occupaticaal acfivﬁcsbﬁo fic Hamba (dormifory group) were dirccted
and administerced by a snaller organization, tho kumi, This tumi, as
ms stated previously, had ninc members: the oyabum, four ojibun and four
kobun, This organization, of coursc, was formally cstablishcd by means
of thc induction cerciony described in part II of this report. In general,
practically 211 iaportant mattors from supervision and rules of discinpline
in work to the satisfaction of food, heusing, financial, and rccrcational
necds of the dormitory group was largely controlled by this kumd, .
However, this statcment must be modificd %o some cxtent, Therc wos \ .

i recognized within the lamd a smallcer unit which wes calicd the kambu
_ (roughly "a personal ad@dmistrative staff"'). 21  The kambu wa§ Gomposed  \

21 Ag will bo secn in the contluding section, this "porsomal
administrative staff" r “ers to a4 manogerial organizition of the hamba
vhen seen in the light of its occupational functions, . ‘

of the four ojibun and ihc senior kobun, but it excluded Kobun B, C, and
D, The rcasons for oxcluding the last three lzobun scem to be that thoy
were appointed by the oyabun on the basis of their worlt ability in the
tunncling operations, and not for their monagerial qualifications; hence
thoy arey, so to spcek, technicians, rathcer than aduwinistrative aids, The
nvabun stated that these skilled men were given formel kobun status by
viay of "insurancc! for kcoping them on the job,2¢ It might be well to

—— —- -

22 This is an intcrcsting casc illustrating the floxibility in tho
diffusc and persenalistic boss systom for recownizing purely technical,
functionally spccific qualifications, However, these qualifications are
included within the special norms of the system, i.c.s by giving them
formal *obw: stwatus their loyalty and sensc of obligation is appealed to.

discuss the backgreund and roles of the individuals mentioncd above
hecause they touch unon many spheres of the hamba lifc,

7ithin the kuml organization, the chicf was Sano, the oyabun, Not
only was he the responsible person for rceruiting and sclecting laborers

3
w for this projcct, out he was aiso the princiral coordinator of the group
25
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oncc it was established, His rolc may be catcgorically divided into

two aspcets: a) his "represcntative! rolc as the chicf spokesman for
the dormitory group; and b) his "managerial" rolc as thc main coordinator
of activitliog within the group,

As the represcntative of the Hamba, his rclations with the cmploycr
(the Kogyo Company) and with the othor fivo hamba managers were the
most significant, Bccavse this lattcr aspect Is described in the later
pages of Fart II, at this point only his rolc with rcgard to the cmployor
requires discussion, Although thc Xogyo Company had its own ruprescntative
for checldng tho progress of work for cach hamba group, this rcprescntative
served mercely as the "cycs and cars® of the Company and he had no power
Yo order or dircct any chahges in the manncr in which the oyabun was
carrying on thc operctions, All official contacts betwecn the Company
and the hamba were channcled through the oyabun, and if suggestions for
change by ThC cployer vere made about the hamba operations, it was the
oyabun!s prerogative to accept or rcject them, This degree of indepen—
dence on the part of the oyabun is illustrated by the fact that in spite
of indcpendent check by thc Company's represcntative on cach hembals
progress of the tunncling operations; there occurrcd a juggling of the

. officinl progrcss figurcs at the end of month by the oyabun of the six

hamba and the Company!s local inspcctor collsborating together.¢2 Lore

* ——

23 hc romariable indcpendence of the oyabun described above high-

lights an important gencral charactoristic of Japancsc social relatiens,
called by Lederer, "coordinate authority” (Lederer, 1938, p.165). That

is, in any task, powers and assignments arc distributcd among scparate

groups, vho tend to have supremacy in their deloegated spherc, and arc £
themsclves tightly kmit, familistlc groups. ‘ B

spccific dutics of the oyabun ierc concerncd with the subnitting of the
nonthly progress reports, the rcceiving of wages for the cntirc hamba
group, thc payment of provisions and goods rcccived (food, fucl, cortain
itens of clothing, which at the timc of the survey was largely rationcd
by the govcrnmcnts s and rcquisitioning work tools and supplics,

As the chicf oxpert of the tunncling operations for the hambe,
it was thc oyabun's rcsponsibility to scc that his tcchnical ordcrs were
followed, He spent considerable time, thercforc, in the inspection of
thc opcrations, and he was not aversc to handling the drills or shovels
of individunl workcrs to show thum how the particular job could be donc
better, He kept himsclf informed on the working cfficicncy of the workors,
scolding thosc who vicre carcless, pralsing these wha were satisfactory
and rewarding thosc who werc particularly cepable with an “incentive
paymeri" which vas usuzlly between o and five percont of the particular
day's wages,

Other than thesc tcchnical and ocecupationzl roles, the oyabun had

ccrtain obligations perteining to his kobun and ojibun., He medizted in
quarrcls between a kobun and his wifc, he looked for o likcly spousc for

26
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’ an unmarrded kobun, hc purchascd gifts or gave moncy on apecial holidoys
(as Now Years® and the O-bon), gave thom poitics when he thought thoy
nocded such rcercation, lozncd them moncy, and called for a doctor
and personally massaged the back of a sick kebun, In the casc of ono
ojibun (his brothcr-in-law) who had twclve dependonts living with him,
gg oy%bun peid for the food expenscs which the ojibun!s monthiy wage

not cover,

¥Vith rcgard to thosc workers who werc not his kobun, his obligations
and rcsponsibilitics werc, of coursc; less, He did not provide help
in times of illncss, nor did he loan moncy, unless it was wnder spccial
circumstonces, All workers, cxcept the five marricd ones with dependents
living at the hamba, werc houscd in onc large room attached to the oyobun's
quarters, The oyabun was reeponsible for the boarding of thesc men and
he appointed his wifc and hirced a-cook for this work, Thc faet thot
these mon were housed in » dormitory attached to his quarters also made
it convenient to keep a watchful eye over those who were ill and
thosc foipgning illncss in order to avoid work, In short, thc oyabun'!s
disciplining thc workers took place not-only at the place of work, dbut
also in tholir dormitoriods, i

As part of thc oyabun's pcrsonal adainistrative staff (kambu), there
were the four ojibun, A bricf account of thcir background oid rosidence
in the hamba is givon below in TABLE V,

‘TABLE V: DBACICRCUND LFORIATIOW ON THE OJISUE OF SANO GWMI

Ojibun At age 223 cldest son of oycbun; wmorricd;
about two ycars of work cxporicnce in this
typc of occupation; has a room ncxt to the
oyabun's quortcers. -

Ojibun B: - age 3l; younger brother of oyabun; morricd;
about threc ycars of work cxpericnce; has
scparate living quarters in the hamba,

Ojibun C: agc LO; dbrother—in-law of oyabun; marricd;
has “1l children and rclatives living in
the hombas about threc years of vwork
cxpericnce,

Ojibun D: age 42; no kinship rclations to oyabun;
aarital status unlmovm; nbout cizht
years of work cxpericncc; lives in
scparatc quarters in the hanba,

. -

In their occupationel rolus, thusc ojibun were known as the scwnyaki or
scwenin {manngir or organizer), Their principal dutics in the Tunncling
opcrations weore to act os "straw bosscs' of the four work groups, They
rcecived instructions from thc oyabun os to whot workers were to be
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assigned to them cach day and they saw to it that these workers arrived
on the job, They were responsible for the dircction of the detailed
opcrations in the tunncls, Thrcc of the four scwayaki, howcover, were
less experienced in thosc operations than wiero somc of their subordinates, 2l

2k These were the ojibun who werc anpointod primerily becausc of
thoir kinship rclations to thc oyabun, The question may arisc as o why
the oyabun did not appoint them as kobun, Sano, the oyabun, explaincd
it in this manncer: "I cannot lct them (the threc ojibun) do cny ordinary
;r:gkéri‘g;)i'i“ I do, it would violate my fcolings of jingi (buncvolence,
C .

Hoenco on ony important decisions concerning the work, these three tonded

;‘o consult thc kobun who happened to be working on that tecam for the
AY.

Tho status of the four sumyaki was somcwhat ambiruous &nd siraincd.
This was in part dus to the fact that both the oycbun and the senior
kobun vicre constantly intcrfering in the supcrvision of the worlkers
undcr them, liorcover, whilc the oyabun and the scnior kobun had the
authority to rcward the workers with tangible "incentive payments" and
bonuscs, the ojibun had no such authority, They had tc dcpend largely
upon their porsomal status (o.g., oldur age and closcr relations to the
oyabun) and such negative sanctions 22 scolding, humiliation, sarcasm,
and cven physical blows, In this respect, thoy bchaved like the typical
nron-comnissioned officers of the former Joponcsc army,

The iast, but not the lcast, importont member of the kambu (personal
administrative staff), was thc scnicr kobun who was previously identificd
as kobun A, Hc bogan his apprenticeship in this occupation when he wos
1 ycars old, At the timc of thc study hc was 36 ycors old, so he had
accupalated some 20 years of cxperionce, He had worked with the proscent
oyabun for cight years, nnd undoubtedly bccause of the satisfactory
oyabun~kobun relationshin, hc wes given an important position in the
dormitory greup, He scemed proud of his position nnd eenfidcd to the in-
vestigator that he was the “right arm" of tho oyabun and the "hamba couldn't
gct along! without him, Lobun A's occupational roles were designated
by thesc three titles and funetions:

Dezura choba (time~kceper), A4s such, he made rcgular inspection
tripsaround The hombn to check on the attendance and time cards of all
workers threc times 2 day and made out the rather complicated pay
schedules at the cnd of cach month,

Naikin chobs (bookkccper), Thourh this role is rclated to thc above,
there2s consider~ble amount of other boolkkeeping work that was requircd
for keoping thc accounts on wtork tools, supplics and rcpaiys 35 well as
for provisions, work clothcs, cigarcttes, and ricu-wino rations which
the oyabun purchasca for the homba membors,

Dainin choba (reprcsentative of the mastcr), This was his title
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' for thc rolc of deputy oyabun which he posscsscd in addition to the
above mentioned dutics,

A proper Lerm for the combination of these roles is scwmyaki, but
this title w2s not used (oxcopt on his happl jacict) probably because it
conflicted with thosc of the ojibun who ¥Were called scwayaki, and beecause
of the formal deference he paid to the latter!s age o.na closc kinship
rclations with thoe oyabun. The junior kobun called him “aniii' or
"anikibun" {oldcr brother statusg.

.Such a combination of dutics and roles obviously gave him considerable
influence in the hamba, In his kuml rclations, for cxample, it was the
standard practice™Ior the other Kobun =~ when they nccded to borrow moncy,
to talre 2 wvacation, or to scck speeial advice from the oyabun = to
"clear it" first with the scnior kobun,

The ramaining members of the Juw were the three junior kobun
previously designated as kobun B, C, and D, Their rolcs were not defined
as part of the oyzbun's personal administrative system (i,c.s they were
not kambu members), They were sclccted on the basis of their technical
qur1lifications and viere made Ycbun becausc the oycbun felt that their
loyalty and porsevcrance would be cnhanced, Because of this work
cxperience and knowledge, thoy were the ones nost froquontly consulted
by the team leadcrs, Their position in tac kumi, however, was rccognized,
In contrast with other workcrs, thcy rcccived specinl privileges (bettor
food, higher pay, and morc considcraticn in times of illness), and thoy

. vorc brom ho Jackets 1likc those of the scnior kobun, while non~kobun - -
[ workers word bluc jackoets,

5) Organization of-the Work:,; It will bc rcealled that the primary
operations of thc Kogyo Comp-ity e conccrncd with the cxcovating of a
scrics cf tunncls for an irrigation system in onc local district of
Fukushima Prefcecture, The cni.ef of the local branch, Szkai, hod brought
togecther six labor supnlicrs vho cach managéd a dormitory group, Sano,
the lebor boss of the homba thiat is being cxomined herc, had contracted
with the Koryo Company Tor the cxeavation of port of tunncls mmber 4 and
5. Of thcsc tunncls, Sano agreed to be respeonsible for 62 percent of
tunnel i and (3 pereent of tunncl 5,45 This c:ieavation began in Octobor

25 Unfortunat~ly, duc to an cxccss of water scepage, the work on
tunnel 5 was stopped in October 1947,

1916, so whon the presont study wns made, Sano's group had completed
about a year's work on this opcration, Thus, the.pattcrn of work relation
ships here descrived can be said to be foirly st-bilized ~nd typicel,

For onc six month period, Scno's homba group had completcd about :

300 meters in tunncl L and about 500 mCTeérs in tunncl 5., Thus the average .
monthly progress for the Sano Hambo vos about 130 meters, For cost i
accounting purposcs, thc contrnct price for this excavation work was ; 3
\ 3

IR ST S S S ¥
. i . B

computcd on the basis of the total number of ryubi {ono cubic mcter of dirt
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excavated during one month, Oince the forward wall of each tunnel was
about 5,5 square meters, the total number of i was the product of
this 5,5 square meters and the length of the Tumnel extended during the
nonth, The actual payment received by the labor boss from the Company
vas computed at so many Yen per ryubi, which varied somewhat for each of
the six dormitory-groups, The rationale for this differential payment
seemed to be that some-tunnds required more time and work because of
differences in the mineral composition of the tunnel walls, Sanoy in
September, was paid at the rate of ¥230 per bi (in 1947, the official
exchange rate was ¥150 to one U,S, dollar), ~The daily progress for his
oup varied between 3,5 and 5,5 running meters with an average of about
meters, Hence the bgsic income of the Sano dormitory group was about
¥6,160 or-about $Ll1, 2 There are, of course, many other complicating

26 This was computed by the following method, The average daily
i was 22 {i,e,, 5,5 square meters times L runhing meters) and the

g;yment was based upon the rate of ¥200 per ryubi, Hence, ¥28C times

ryubi equals ¥6,160,

factors involved in the wage system, but no further explanation need be
given herc because this matter will be taken up in detail later,

At the time of the atuag there were about 39 non-kobun laborers
in the Sane dormitory group, These were divided into four teams with

N e

2T Thirty-one laborers had in the previous month returned to their
principal occupation, farminz, and are not included in the above number,

variable membership of from eight to ten 1laborers each, The number on

the teams varied because of sickness and other reasons, In an eight

man team, for example, there were usually the team leader (the sewayaldi), .
two “drillers" (uwsually kobun) who did the dynaniiing; and five Tcarrzers!
(common laborers) who carted away the dirt, rocks, and debris after each
blast, Other laborers not assigned to a specific work team were the
blacksmith, the scaffolding constructor, and a mechanic, Their duties
were the repairing of tools, reinforcing the walls of the tunnel with
tinber to prevent cave-ins, and operating special machines such ac the
water pump and the ventilators used to remove dust and smoke after the

dynami‘ting,

. A complete cycle of work from the drilling of the helss for dynamiting
to carting away the debris ou hand-pushed carts after the explosion was
known as the happa, The group leader &ni two drillers would begin the
ha by digz¥ng about 29D holes some 2,5 meters into the forward wall
ol the tunnel, Jecuuse there were only two rock driiis on this project,
it took about four hours to drill the roquired number of holes, Vhen
they were finished with this operation, the same men filled the holes
with THT and set the fuse, ta an additional three hours, After :
the blast was set off, at least half an hour was needed to clear away the
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saoke and dust from the tunnel, After this, the five or six "carriers”,
using picks and shovels, would appear and remove the dirt, This last
step required about L} hours to complete, Thus, the work cycle of one
ha took about 12 hours, However, since the drilling operations could

carried on while carriers ere taking out the debris from the previous
blast, some overlapping of thec steps was possible, ithen this was done,
each happa took only about nine or ten hours,

With the absence of the 31 temporary laborers (farmers) at the time
of the survey, the Sano dormitory group was hard pressed ic complete
on schedule their part of the contracted work, The men were forced to
work in a constant stream of shifts, and the digging continued late into
the night, The laborers arranged their sleep and meals in between
their respective shifts, For instance, one day in September a laborer
gozkecai lf.;xrit.m 6 to 10 Ali, ate lunch and rested, and then worked again from

o b

It is interesting to note in passing that the system of direct control

in the hands of the oyabun was reinforced by his periodic shifting of
laborers from one team to another so that no one person would eventually
challenge their position or authority by controlling one team, It was
the oyabun, with the aid of the senior lobun, who decided on which team
a given laborer was to work for the day,

6) The wage system, “he vage system of the Sano Hamba was an
extremely comp) ca%%% affair, Although technically the laborers were
amployzes of the logyo Company, the oyabun vas the final authority as
to the amount and the manner ih which these wagzes were to ve allocated

- to them, Because of this fact, wage payments must be considered in two

parts: a) what the oyabun receidved from the companyy and b) what he
paid out to individual workers,

In TABLS VI is a brief outline of the various kinds of poyments the
oyabun received from the Company:

TABL: VI: TYPuS OF PAYIGNTS MADC TO OYABUN BY TH. KOGYO COLPANY

1).. Base Pay (payments made to the oyebun and based upon the
nuiiber of cubic meter of tunnel - bi - excavated by the
doruitory groun, less the cost of dynamite used and the cost
of tool remairin;, Previous to September 1947, these payments

" were calculated at the rate of ¥250 per cubic meter; in - -
September, at ¥250 per cubi: meter; and in Cctober, at ¥5u0
per cubic meter, This variability, no doubt, rcflected
the zenernl inflatiomary trend of the post-war period.)

2) Incentive Payments {giadwried payments according +o amount
oI’ work accomplished for the nonth by the dormitory group
as a whole, For example, in September, the oyabun received
¥16,000 on this account,

3) Traditicnal Bonus (customary but variable payments made in
mid~year and year—end periods, No information on the actual
amount ‘s obtained,)

31

- - e e e T U P P et W b

oy P 20 i

A

i

ie 'J a
s S

e

e ;mwumm SR VS SO GBI 0 A i i onr | R L JOOSTS 0 BOAOR M SACEAATMAAROL, DN SRS 1 Gl SR EBESk .




TABLE VI (continued)

L) Advance {loans made to the oyabun and nominally to be
deducted from future payments for work,)

S) Payments in Kind (poyments or benefices made in the form
o’ vork ‘cIothes, food, fuel, and other similar items of
daily necessity, )

Of these fivec Lypes of payments, only the first two ("hase pay" and
"incentive paymenis") were of the rationally calculable type of payments,
The remaining type of payments seems to be more closely associated with
"benefices! or largess" which were discussed previously, But whatever
the intent may have been’ for having such a complicated system of payments,
one thing seoms cortain, . That is, the pay system was flexible
enough so that in no case would an oyabun of one of the six dormitory
groups receive less than the amount required to cover his hamba expenses,
When the "base pay” and the "incentive payments" were not SulTicient to
meet current expenses, there were the flexible "traditional bonuses",
the "payments in kind" and Yadvances" which would make up the deficits,
Of these three, the “advances" we:re the most important, According to
Sano, "hen red-ink figures (deficits) appear, ive only have to inform
the Company, They will lend us money without any receipt or security
and they will not say anything if /e cannot pay them back,”

- The exact amount of payments which Sano received Trom the Kogyo
Company was not ascertained by the field rescarchers, Howevery, Ifrom the
incidental information they received some crude cstimates for the month
of September 1547 on certain "tangiple! pnymenis cin be made, In TABLE
VII, below, these estimates are given, No figures-on the “payments in
kind" could be given here but it is known that there wcre no “traditional
bonus” and "advance' payments mcde for this month, It is to be noted
that the housing facilities of the dormitory group were provided by the
Company rent-free,
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. TABLE VII: ESTTWATED CASH INCC.E OF THE OYA "N

OF SAJC HAMBA FOR SEFT:MB:sR 1947

Gross Cash Incomet

Base Pay ' ¥182,000
Incentive Payments . ¥ 16,000
Traditional Bonus -—
Advance e
‘Total gross cash income - ¥198,000

Less Ogefating Expenses:

Cost of dynomite - ¥ 3,000

Cost of tool repairs 11,G00

Total operating expenses ¥ 1,000
Net Operating Income * ¥18L,000

¥ This means the money which the oyocbun reccived to pay wages,
cost of board, incentive payments, entertcinment expenses, and
other benefices (e,g., loans, paymentc in kind.) for his
hamba group,

Let us consider next how the oyabun distribu+ed tlicse payments
received from the Kogyo Company, Like the payments mad: to the oyabun.
from the Copany, the means by which the workars received their pay were
numerouws, The following (TABLE VIII) is a classification of varicus types
of wages received by the workers,

TASLE VIII: ‘IYF=S OF WAGE PAY{ENTS iADE TO
ORKERS OF THIY SANO HALTEA

1) Salary: All the members of the kambu — (i.e., the senior kobun
and the four ojibun) received a ménthly salary,

2) viages: All non-kobun workers were pald according to the number
of work cycles (happa) each participated in during the month,
For September * crs" received ¥70 per happa, and "carriers"
received ¥60 per hanpa,

3) YTerquisitest Thesc include t he f ree lodging for dormitory workers,
I'ree board for the ':obun and their family, partial payment of
board for the ¢jibun and their families.

L) Daily Incertive ‘Jages: These were the special "bonus! given to
4 viorker who was fvund to be doing good work on & particular day,
These "bonuses" ancunted to two to five pcrcent of that dayts
base wages,
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TABIE VIII (continued)

5) Monthly Bonus: These boruses (sometimes refered to as 'pocket
noney") werc vased upon the "incentive payments" which the oyabun
received from the Company, In September this amounted to ¥16,000
and was distributed among the workers according to the oycbun!s
evaluation of the individunl worker (Mlaazy® or “diligent”) and
according to the total number of happa (work cycles) which he
worked, The "diligent" workers recegved about ¥17 per happa,
while the "lasv" workers received ¥15 per happa.

6) Traditional Bonus: These customary payments arc given at tie
mid-year and Hew Ycar!s holiday season,

as working clothes, footwear, fuel for married workers living
in separate quarters, and vhe like,

7) Payments in Xind: These include many "benefice" payments such

8) Advances: loans made to workers without interest.

In TABLE IX is presented a crude estimate of thc cash payments the
oyabun made to his workers, The "salaries' -rere figures ovtained by direct
interviews, The "wmges" and other payments were estimated on the basis
of the total number of happa units fi,oéo) credited .to the laborers,

N Wn%%' conditions. - About nine monihs.gfior the-preserty Study
wms made dnd alter the Japanese Goverrment!s program to eliminate the labor
boss system was under way, Sano's hamba group ~— like thousands of others —
came under the scrutinmy of goverrment officinls, The following report,
filed by the Labor Inspector of the lecal Employment Security Cffice,
cites some of the harsh disciplinory methods used by the oyabun and his
kambu, This report stated the Sano Guaiwas charged with the following
Teriminal acts”:

_."Re Yoshitake, Upom Yoshitake!s return from o trip home, he was
told by the ojibun to begin work immediately on that nighte Hc ..
replied to this order by saying, I will begin work early tomorrow
morning, so please excuse me from vork tonight.

"The request was turned down and instead he wes held by his hair and
pushed to the door of the dormitory, At the door he wms hit a count-
less (sic) number of times with a wacden clog (geta), In this tussle,
he was hurt on his left arm and right leg and a2 scir ond a brulse
remrin, As a result of this ineident, he pulled together his belongings
and attempted to leave the hambe, He s caught by another ojibun

and again wag pulled oy the hair ond siruck five or six times .....
Later, he attempted to escapc again, and this time was discovered

in the attempt by the oyabun!s wife and o sccond ojibun,
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TABLE IX, ELSTLATID WAGE AND OTIER PAYMENTS MADE TC
SANO HALBA YJORKERS IN SEFT...BER 19L7

Balance of payrnents received from Kogyo Company (sce TABLE VIII)  ¥184,000

Expenditures of the oycbun:

Selary:

1 Scnior Kobun ¥ 3,000

L 0jivun (or Scwmyaki) 5,00C

Total Salary payments - ¥11,000
.ages (for L3 drillecrs and carriers) 112,000 #

Cozt of Ferquisites:

1 Senior Kobun ¥ 3,500
i Ojibun 8,000
. Kobun 8,000
S :arried non-lobur workers 5,000
3k Single non-kcbun vorkers 3k, 000
Total-estimrted perquisite expenses ¥58,500
Daily Incentive Payment : 55000
Honthly Bonus o _ . 16,000
Total cost of expenditures . 132,000

Bzlance used for "payments in kind", o
"eraditional bonuS", "advances™, and other bercfices ¥ 51,500

* Tais amcunt is undercstimated by about LO percent bechuse
the oyabun withhcld about LO percent of e ach worker!s pay to
cover partial cost of board and lodging maintenance for the
laborers,
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‘ "Re Incue, On 22 July 1918, Inoue first wrrived at the Sanc Hamba,
He worked far twc days and wented to quit beenuse of the extremely
hard work, .hen he approachcd the oyabun on this, he was told that
he s a “sissy’ (ikuji nashi) and was struck on his forchend,
ngcver, e) ventually ‘ﬁe succeeded in cscaping (forfeiting his pay,
of course),

"Re Fujita, Fujlta went to o nearby town to sce a movie., On the
ncli day, becousc he £elt sleepy, he didn't wish to work, He wus
caucht napping in the dormitory by the ojibun and was struck in the
head and face 15 or 16 times,

"Re Hara, Hara rcceived a telegram from his father in Yokosuka to
return home inmedictcly, However, the oyabun never relayed the
telegram to him, Hara must have found ouh about this lator, VWhen
he approached the cyabun cbout this telcgram, he was told by the
oyabun, !I know by my cxverience irith Hirai, Ihara, Yamamoto, and
others, that this wms a trick to escape this homba, One of their
friends would stage o successful escape and 14TeTr he would send 2
tolegra: requesting me to relense their friends who remnin,,., Ihis
is an old trick and I, vho cmploy many men, ~u wisc to it.,V In this
Ry, Hara was not permitted to lecave the hamba,"

Aside from the methods of disciplinc and control over lcborers,

the conditions at the place of work were severe, The men were forced to

work in 2 cold, duwap, close and crowded spoce in the tunnel, The tunnels

were dug about 2,1 meters wide and 2,3 meters high, Electric lamps-were———-
Q : placed SO meters apart along the tunncl, but they werc inadocquate and the

laborers had to carry oil lamps to f£ind their Wy about, .ater seepage

vas a constant menace and the loborerts poor quality tnbi woere problems,

Electric fans were used te impreve ventilation, but thesc were insufficient,

QOccasionally, auxiliary ventilation shafts hed to be dug to clear awey

thc smoke and bring in fresh nir,

Morcover, the men were hard pushed to do their work as guickly as
possible, The motivations of the oyzbun to push his workers as much as
he could were clear, The morc his men dug in a dy, the greater was his
profit and less was his expensc, His profits would be incrcascd by the
fact that he would reccive greater "standard wages' and greater "incentive
payments,”" His unit costs would be lower bacause his basic cost of feeding
wvorlers would be relatively uniform from onc day to another irrcspective
of vhether the laborors worked or not, Thus, though the workers are
paid a greater amount for more work units accouplishedy the oyabun goins
pronortionately more,

These threc aspeets of the working conditions of thc Dormitory Group —~
the rough and arbiir-ry usc of forcc for mceintoining discipline, the
physical conditions.of work, and the cconomic notivations of the oyabun —~
all took place in the physical and social enviromnnment of the hamba, The
details of this eavironment will be considercd next,

8) Dowmiitory Focilitics, The physiczl plant of the four separate
dwelling units of the Sano Hamba is represented in Figure I, The company
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provided thesc buildings as well as the rudimentory kitchon wares, mats,
bedding, and a fow picces of furniturc, It is to be noted that the
oyabun and the scnior kobun were provided with two rooms each, while
marricd laborers viere provided with only one room each, Furthermore,
the dormitory for single workers was in the saic building as that of the
oyabun, 2 location which made it convenicent for the oyabun to kecp 2
watchful eyc over his workers,

The furnishings of the quarters of the oyabun and his kombu (senior
kobun and ojibun) differecd consideradly from those of the married laborers
and even morc so from thosc of the single loborers, In the oycbunts
quoarters, for cxample, therc were black-cdged totaml (high quality) on
the {loor, varnishcd or woxed woodwork, electrIc Iights, hearth lined
with sheei copper, and 2 cleam wall and ceiling, In genercl, it was
furnished like the house of a person whose income was much morc thon
that of an avernge white collar worker in Japan, The married workers!
quarters had  valls of »nlzin timber, no ceiling hut 2 plain reofy no
elcctricity, and a flooring of half poor-grade tatami and half dirt,

The singlc men's quarters provided no privacy bCczusc it was 2 one-room
affoir in the samc building with the oyabun®s quarters, In this one room
some 3l workcrs were crowded together in an area of 12 tsubo (35,6 squarc
nmeters), Because of the night and day working shifts of the hombe
employccs, some of those who worked in the day ond thosc who worked in
the night slept on the same mots on a rotation basis,

The distribution of food 2lso incdichted the wide differences- in—the
privileges of the groups mentioned above, It rmst be remcmbered in this
regard that at the time of the study (19L7) o good dcal of the food

ply in Japon wos rationed, The branch chiei, Sclkoi, actzd as the
“hcad of the family" for the pwrposes of the rntion system and through
him the oyabun rccecived his allotments, This ration wos, of course,
supplemented by black marliet purchesos as well as by frequent foraging
trips into the farm and fishing villoges, Like the distribution of wmges,
}he oycbun had a great deal of pcrsoncl control over the allocation of
ood,

However, married workers forod better than vnmerried workers in this
respect. A1l married loborers received their basic rations from the
oyabun, Hecords of their purchases were kept ~nd 2 voriable cmount
depcnding upon the oyabunt!s bencvolcnce was deducted from their poy at
the end of the nonthy cxcept for the scnior liobun ithose total living
expenscs vicre pald by the oyabun as a special perquisite, Furthcermore,
they had scparate cooking frcilitics and some allovmnce was made for the
purchase of supplcicnt~ry food-stuffs 2t the locol =tores,

The situvation wme quitc different for the unmorried workers oy
were eompletcly dependent upon the oyabunts wife and her hclper28 BN

28 This pcrson was ‘excluded from the previous tally of the hamba
workers Decause he wms not directly concerned with the cxecavating opcrations,
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” decided the menu and cooked *he meals, According to the Lobor Insmector's
report, these single r.on's meals consisted oniy of “rice" (with 80 or
90% vheat content) and a bowi of bean paste soup (miso shiru)," Within
this group of umarried workers however, the oyabun's vifc paid speeicl
attention to the urmarricd kebun who were fed :much better than those
wtho were not lobun,
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The fellowing = 2n example of how the werkers werc highly depondent
upon the oyzbun's gouudidill in order to maintain ccecnemic sccurity for
themselves, The first example is tinke, who was a "driller" and who hod
o wife and two children living with him 2t the hamba, In Scptember, he
was 111 for about twelve days and wns cble to work for only 18 days,

Since he did not have any savings he was "advanced" a sum of ¥1,100 to
poy the doctor bills, This wms prdd back at the end of the month when
he reccived his pay, The following is o summary of his cxpenscs and incomes

TASLE X, A KOBUN'S STATEMENT OF FAMILY INCCHE AND
IXPENSES FOR SEPTIMBER 1947

Income: i
Basc Poy ¥ 1,686
Incentive Payment 5C0
Total Income: ¥ 2,186 )
Less Expenses:
Food . ¥ 1,027
liedicine 20
Doctor pill 1,100
Tutal Ixpenscs: ¥ 2,047
Net Income for the Month | 39

This ¥39 was all that he had left for clothes and for rcereational purposecs
for the ensuing month, but therc w~s the oyabun who could stake him vhen
needs arosc,

Another cxample is that of ojibun C, who supports a family of twelve,
His monthly salary is ¥2,000 but, with such & large family, his grocery
i1l cxceeds his salary to the amount of about ¥1,000 cach nonth, This
amount, howcver, is taken care of by the oyabun,

Fron such examples 8 thesc, it is casy te scc how the worker!s
cconomic security wns dependent upon the "benevolence® of the oyzbun,
The vorkers vierce paid 2 minimunm of woges which permitted little surplus
after the grocery bills vicre paid, Additional nceds for moncy such as
doctor biils, cxtra clothing, smceial recercationcl expenses and the like




rmust be borrowed fronm or “advanced" by the cycbun, From onc standpoint,
it mj,ght be reasoned that since the oyabun did in fact make these "leoans®
and “gifts" (ecsmecially in thc case of ojibun C), it may bc argued that
it would have been siqpler for the oyabun to raisc the wages of the
viorkers to a level which would be more cormensurate with the total wages
and benefices he gave, Unfortunately, such a wege policy would controvert
ocnc of the fundnmental objectives of the labor boss systewj mamcly, the
f_ogt-erdng of 'a stato of economié dépendcnoe-of “workers-on the oyabun, .
This is acconplished in large part through restriction of wages, By
maintaining aich dependence, the oyobun is ablc to decmand and achieve
greater pcrsonal loyalty from and discipline among his workers, It rcine
forces his symbolic role of the "father." ’

9) Sano!s Relationships with Other Oyobun Employcd by Xo Company,
In an eerITcr part of this scction, 1t mgy;mtoﬁm%'ﬁ%cﬁ% ?:J%&Ey
lcbor suppliers operating a2t this base, In addition to Sz2no, therc were
tho following oyabun, cach with his hamba or dormitory growp:  Hara,
Arashi, Suzuki, Kondo, and Iguchi, ~Vithout question, Sano was thc most
influentizl figure in this group of oyabun, He called together a monthly

- m#cting to discuss cormon problcems as well as to inform cach other on

their rcspective progress in the totol cxecavoting operations, Onc of

‘4he intcresting aspects of this meeting s the “jugzling' of figures on

the units of work nccomplished by and on the operating cxpenses of cach
tcw, This wms probably donc in order tc ninimize any glaring differences
between kumd, It scoms that Sakai, the loccl branch shicef of the company
and thc official represcntative. iwas amre of this but did not toke any
action to prevent such collusion, '

Returning to Stne's rclhtions with other oynbun; his ability to
loan money to other oyabun. no doubt cnhanced his pesition in the group.
According to him, "To lond moncy to other oyakata (oyabun) is 2 ginu (duty)
of anibun (elder brothcr - status) among oy2kive."  But his chicl desputy
in the hombn put it more bluntly, "If 3ono ?EH not think hc wes their
anibun, he viould not have loancd them moncy,” Thon, too, Sano scems to
be the chief channel through which the gripes of the oy~bun arc rcloyed
to Sakni, the branch chicf, But beyond thesc f2irly obvious mechanisms,
which places Sano ~beve thosc of others, nre thosc which characteristize
the oy~bun~kooun system generally, Sanc “‘outrnnks” coch of them for the
following :icnscnss

2) Horn and Arashi arc kobun of onc of Sano'!s ototobun (younger-
brother st-~tus); hcenec Sano is their ojibur,

b) Ouzuwii is 2 renl younger brother of Sano's ototobun; hence
Suzuki hag obligntory relations to Sano beecrusce of the
brother,

¢) Kondo ~nd Iguchi are the most rccont kobun of Sakai (the
branch chicf of tho Kogyo Compony); henee Sano outraonks
then by virtuc of ionger kobunship to dokod,

This cxmple of the inter—oy~bun relations illustratcs the way social
and cconomlc tics arc eStablished b.dween bosses, * It is what 4s
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- referred %o as the "kumi clique" which will be %aken up next, To change
the scen>.>’y 50 to speak, we shall examine the !nmi clique structure
with a case study from ano*her industry,

B, The Kumi Cllgue and Council

In addition to the dormitory system just described, two other types
of secondary orgzanizations are found associated with the labor boss system,
One of these is an informcl orgenization which develops out of the various
alliances with other similar groups which the oyabun and his kobun seek
to form in order to exert influence over as large a group of laborers
as nossible, This informal combination of oyabun groups shall be referrsd
to here as the "kuml ¢ligue,” The other type of orgenization is more
formally constitvied, and consists of functionaries who have clearly defined
“otfices" o roles, In general, this organization attempts to regulate
and coordinate the interrelations of all xuwai in a ;iven establishment
or plant, Often, it attempts tc place 1ini¥s upon the number of kobun
that an oyecbun may acquire and to enforce 2 set of snecialized customs
of the group, This type of association will be kXnovm as the kumi council,”

Both of these secondary organizations are, in a broad sense, monopo=
listic combinatlons in which the leaders attempt to increase their bargaining
position with respect to potential emrloyers and other nonmember labor
bosses, to place certain restrictions over a large body of laborers, and,
perhaps, to further their own economic and political ands,

-, .1) The Kimi Cligue, Mavusushima has described such groups of oyabun
. in the ccAT mIning industry:

¥In the Kosaka Mines, there were two oyabun, naned Se— and I—=~
who had under their direct contrel some 600 or 700 laborers,
And in the Hitachi Mines, Y- snd Y~ (oyabun) controlled

. some 2000 lahorers together," 2

29 Unpublished manuscript, available at the Department of Sociclogy,
Tokyo University,

This type of widespread control over laborers by a few oyabun seems to

have been a common phenomenon in Japan, at lenst until about 1938, 5
Matsushima claims that the system has persisted in mining areas and is 2
likely to continue, g

Yhen it is undarstood that, on the average, the primory oyabun~kobun
group consists of less than twenty members, it is necessary to explain
how the bosses can extend their influence and power over several hundred
laborers, One of the most obvious techniques is to form cliques of oyabun,
In general, these cliques riay be developed in three ways:

"a) "lNatural development”, If a given oyabun stays in the business
long enough, In Time Ris kobun may become exnerlenced enough to strike
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if a given oyabun had ten kobun, each of whom became in later yecars
oyatun of ten kobun, the resulting combination would result in a pool of
‘ some 100 kobun and magobun, These ltobun and magobun in turn, like those
' discussed in Part II, would have control of g number cf workers under
their jurisdiction, Thus, the total number of workers controlled by

an oyzbun couvlr 3+ily run into the hundreds,

b) "Adoption . Hot all labor bosses, of course, are able to moin-
tain themselves in business, They may lack interast, ability, or the ‘
personality to do so; or they may be forced to retire by pressure from
stronger oyabun, For these and other reasons, they cannot continue to i

| maintain leadership over = group of laborers, In such cascs, an aggressive

oyabun nay "adopt" into his fold the kobun and uninitiated lakerers of
‘ this unsuccessful oyzbun,

c) "Exploitation of friendship and l’inshlp ties!, Finally, cliques
- may be formed through the discreet use of personal amd kinship relations .
‘ of the oychun and his followers, In this respcct, the formation of cliques
among labor bosses is probably not very different from the methods used
by the financial Zaibatsu,

- As an illustration of th; use of +hcse methcds, a case analyzed by g
Matsushima moy b presented,’V The particular oyabun concerned will be ;

- . . 30 op.cit,

called "Oka®,

Oka is an oyabun of a group of miners in a certxin mine in Ibaragl
— - -- . Prefecture, Although his formal kumi was composed of only six kcbvn, he
‘ claims to have direct. control cver 120 of the 500 laborers in one shaft
of this mine, In this purticularly primitive mining enterprise, there
| remained some of the traditional attitudes governing the relationship
I ' between the boss and his verkers, 4s a result, Oka held a very high
‘ position in the inter-kumi association and was regarded as a powcrful
. oyabun by niost workers of the mine, In the election of 1945, for instance,
‘ he was clected as a member of the village council when he ran for office
in competition with a labor union leader, The necessary votes were
obtained through the personal influence ond prestipe he commanded over
{ 2 sigeadble proportion of the laborers in the mine,

| The group of oyabun 2nd lzobun whom he includes in his "clique" was
assembled in thc following manner:

a) The first method employcd exenpllfics the "natural development!
process o8 defined previously, Okn hnd two kobun who, in turn, had one
and threce kobun respcctively, A mmber of common miners werc supurvised
directly by each of these %obun, Thesc clique members are indiciated 8
below in TABLZ X1: 3
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TABIE XT, CLIOUZ FORATION THROUGH I0AUN ACUIR..TNT
T
! !
Kobun A iobun b
‘ . T [
lagobun a ~ Magobun b !Zgobun ¢ Magobun d

b) The second, and probably the most important method of expansion,
was that of "adoption®, TABLE XII diagrams the relationships of the
principal individuals through whoia the Oka cliques were extended.

TABLE XII, CLINVU. FCRUATICH THRCUGH ADOPTION

Ogino (0-Oyabun) -

———

Kato (Oyabun) Four. Other 'Kobun of Ozino

Oka 15 other Magobun of Ozino

Oka was the former kobun of Kato, who, in turn, was “he kobun of the
once powerful Ogino, Ozino, because of some conflict situation with the
management of the emnlcyine company, had to leave the mine and his
leadership fell into the hands of Kato (Oka's oyabun)., Kato was a capable
leader and was therefore able to maintain the solidarity of the kumi,
However, vhen he was still relatively young (L9 years old), he d¥ed;
leaving the group with the possibility of no leadership and the eventual
dissolution of the original kumi, However, Oka, the hero of the case,
vas able to maneuver his way into a position of leadership, Okal's problem
of gaining leadership over this group was complicated by the fact that
- he was younger than most other members of the original !auni and also

by the fact that others held a higher position in relation to the o-oyabun,
Ogino, These others were the kobun of Ogino, acquired while he (Oka) was
only a magobun, How he was able to bring this group under his control

is an interesting story, but it can be sketched onrly briefly here, It
must be noted that by this time, all the orizinal kobun of Ogino had kobun
in their own right and so did Oka, e . .

Ciza had a former ototooun wno had lef? the wdnes and accumulated
sone vealth in his absence, This former ototobun, Ueda, rcturned to the

mine at the prepitious moment (for Oka) and became a manager of the branch
office of the company which owned this mine, #According to Ueda, he
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wente: *~ "return hf- giri",31 so he helped Oka in many ways, both

%
31 A "moral obligation" to repay past favors or to make good a £
{ promise, Sece Ruth Benedict, 1949, p.116 for a chart of obligations

and repayments,

financially and politically, Ueda appointed Oka to a position in the
Company, and although the company regulations dicd not permit a labor
supplier to be a company official at the same time, this was circumvented
by appointing Okals wife as the official labor supplier,

Thus, Oka, by these personal ties with the manager of the company,
held enough prestige to force recognition of his leadership over the
original kumi of Ogino, Through these kuni members his control was
exerted over their kobun and their laborers as well, Sincc sach of these
members had at least three lzobun and a number of laborers, this extension
of influence was considerable,

c) A third means which Oka used in order to increase the size of

‘ his clique was the exploitation of his own relatives and the relatives
of his former oyabun, In the first category there were his two sons; a
son-in-law, a brother, a brother-in-law, this brother-in-law!s wife's
three brothers, and the latter!s two liobun, In the second category was

' the connection he was -able to make through the obligation he undertook
upon the death of his former oyabun, Kato, to support and aid the deceased!s

» " family, This obligation is one of the most explicit resnonsibilities of

the kobun in an traditional oyabun-kobun system. Through the social ties

| Oir;d the widow!s relatives, he brought into his clique seven other oyabun
and kobun,

Althougn the techniques used by Oka to increase his sphere of influence
were shrewdly employed, they are by no means the only explanmation for
his success, His personality and his ¥character® irere also important,
These, of course, are aprnraised in terms of th: clique members! own
stancdards,

"He is the kind of 2 person," according to the way his followers
put it, "who is quite alert to other people!s desires and needs," The
members of the group point to the humbleness of Oka vho "even now calls
the son of his former oyabun !elder brother! (i.e., a term of respect),’
He helps his kobun in making arrongements for marriage, gives aid when
they are in need, and "does it sincerely.” Thus, his kobun go to him at.

| every opnortunity for advice and guidance, "no matter how trival they
zay be,®

An example of this devotion wes shown when one of Okals kobun was
at the point of death following an automobile accident, Instead of asking
‘ for his wife or children, he asked for Oka, his oyabun. The reason is
clear: by securing Oka's promise to care for his family,.they plazed Oka
| under severe obligation (g_:l._ri) to fulrill that promise, with this assurance
obtained, the kobun died,
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2) The kumi council, The "kumi council" is an organization which >
is primarily concerned with the problem of governing the formal relations j
between individual kumi, Its structure and functions have certain simi-
larities to the tracitional family council of Japan which governs relations
among incividual branch families, One of the mest formalistic types of
these councils were those which were prevalent in the coal and rvon
mining industries a generation or so ago, Today, most of these have

— e - <

32 See Kunio Odaka, 1950, for an example of such an organization in
a smeltery,

disappeared, but remnants are found in isolated mining groups. By way
cf example, a_description of an actual kumi council in a coal mine may
be presented,33 —_—

33 This description of the kumi council is baczd unon a study
prepared by Lir, Matsushima of the Department of Sociology, Tokyo University,

a) Hembership of the kumi council, The members of the kumi
council were appcinted or clected, as the case may be, from the three
main status groups of miners, For couvenience, these may be called:
“apprentice," "journeyman," and "master miner," TABLE AITI (below) diagrams
&» the principal hierarchy of the kumi council and low it was linked to the
_ status system of the miners,

TABLE XIIXI, THE KUMI COUNCIL AID HIII-RS' STATUSLS

Status System of Miners Kumi Council
Master uniners PSS, ! Genroyaku
Journeyman - Hakomogt;mgégtoban
Apprenticc . e Tobangashira

PSS

The lowest ranking council members, tobangashira, were appointed by
t pos

the group cf officers in the next nighes tion, viz, hyogiin, hakomoto,
and otoban, Their term of officc was generally not ﬁ)'é'ciﬁea, but a8

1limit¥eéd by the fact that their status changed upon the completion of their
term of appreticeship, Because the period of apprenticeship was usually
about three years, and because they werc not usually appointed to the
council until they had viorked in the mine for at lexst two years, their
tern of service vas limited to about a year, The numvter of tobuzngashira
varied from two to eight or more, Their principal duties weT¥e to run .
errands, fetch tea, and carry messages; thus, they were the "legmen" of
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' the council,

Within the niddle class of cfficers of the council, there were

hree distinguishable offices, the hyosiin, the hakomoto, and the otobam,
The otoban and the hakomoto were the "adiiinistratiIve™ olficers of The
councIl;  Together, They kept records of the comncil, handled dsiails

of the budget, administered the collection of "fees" f{rom workers to
finance the councilis activities, took the princiral roles in the initiation
ceremonies, and appointed new candidates for kobunship to the individual
oyabun, They were all oyabun in their own right and also had worked in
the mines for a considcrable number of years, In their techmical roles,
they were usually employed as section forcmen, Depending upon the size
of the labor force controlled by the oyabun, there werc usually three

or four officers of this category, Nominally, their term of office was
one or two years, but in practice they were appointed for many years
successively, They were in principle ‘elected" by a general meeting of
all the boss~controlled workers, but actually the cholce of officers was
made by the genroyaku (see Chart IV) and hyogiin who "worked behind

the sceil'ee" and presented their selection to the assembly for formal
approval,

The hyogziin vas probably the most important person in this erganizaticn,
althouzh ais uence did not exceed that of the titwlar head, the
enroyaku, The former!s role was that of a general coordinator and
supervisor of the-council and, in this respect, not unlike that of an
executive secrctary of a labor union, He ias the personal advisor to the
penroyaku and the "go-between" betwcen the other menmbers of the council
" and EEe highest officer-of the council, Since it wds not common to have
in this office a person with less than tirenty years of scrvice in the
wines, he was usually an official with an extensive gackground of experience
in the business, i

Finally, there was a grouvp of two or three officials who tcgether

occupied the office cf genroyaku, The genroyalu wepe the titular heads

of tﬁe council and as s%%yconstit%t‘eﬂ'aﬁ'%’oun il of elders" in
matters pertaining to the over—cll management of nmpi organizations, These
men were formzrly common miners who had worked th
the ranks, had as much as thirty years experience ih the mines, and had
the greatest familiarity with all the traditional abpects of mining
operaticns, In nost cases, they were men who held responsible positions

in the company which operated the mine, Thus, they werc men who identified
themselves with the compan;'s policics, yct at the sane time, had consider-

i able control over the cormon laborers.i’-l

3L 14 4s interesting in this resmpect to contrast the position of
these men with those of labor union officials in the United Stotes, In
the latter case, their prineipal means of livelihood is provided cither
by the union or by their services as a laborer of comparable grade as
their unlon membors,Thus the genroyalu, though nominally identified with
the workers, could not be divorced %rom their primary loyalty to the
management,
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b) Functiohs of the kumi council, Normally, the labor council
met once & ronth, Une way by Which the business of these council meetings
can be illustrated is to prescnt a table (TABLE iIV) showing a sammple
list of expenditures of the Kosaka lilnes in Ibaragi Prefccture £or the
years 1911 and 1912: .

TABLE {IV, A SEIZCT.D LIST OF ZXPLIOITURES OF THE KUMI
COUNCIL OF XOSAXA MINE (1911 and 1912)

Ylorkert!s Benefits:

Compensation for injured workers
mpensation for sick workers
nsation for debt-ridden workers

AlloMence for workers who terminate work (sambeisu)
Aid to ray deceascd worker'!s funcral cxpenses (koden)

smorial service for dececasced workers {bosanhi)

Inter-mine "Goodirill" ILxpenges:

Contributions to "wclfare fund drive$" of other mincs (kifu)_.
Hospitality expenses for worker!s from other mines (kos3ih3.)>>
Travelling cxpense (sotatsu_.rﬂ)% ‘

Administrative Expenses:

Cost of monthly meetings
Token payment of dfficers (hoshu)

e

35 There is an obligftion of each ninc to feed and shelic: kobun of
other minps. The principhl requirement for the recipient was to recite
jingi. Ajkobun not knowing jingi will be refused hospitality and be
rczarded ds an imposter ¢r a spy. (See Part II, By 3 for a discussion
of jingt)

g

3¢ "T#pvelling expense” is a special expense involved in paying
escorts for| crippled and aged workers who are no longer able to support
themselves 2 given minc, These ncedy persons go from mine to mine
until they Bomchow find|somconc who can take care of them,

A perugal of the 14st of expenditures indicates some of the important
functicns of the tumi colncil, In the first place, it indicates the
fact that the councII lobked after the welfare of the workers (injury,
sickness, étc,), These ¢ompensations, of course, supplemented the
"largess" which individudl oyabun gave men who were in need, That is to
say, the cy for thesc expenses was given or lcaned to the oyabun in
cases where the amount netded by the kobun was unusually large or when
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the oyabun was particularly low on funds,

In the seccond place, an item on the list, "expense for mcmordal
scrvice,,.", alludes to an inportant aspect of the libor boss systen,
nancly, its responsibilitics in regard to the sacred, The fact that the
council helped pay for the mamorial services of dcceased workers was
another way of saying 4hat the members of the kumi and the council felt
a social and religious obligation to provide for and look after the
sacred as well as the secular life of the workers, '

In the third place, obligatory contributions"” or assessments (kifu),
were made frequently to other mines, By the same token a given counc
raised funds by this means when it faced 2 need to do so, This suggests
that therc existed some diffuse and informnl linkages connecting the
workers of one mine with ancther, It also meant that the practice of
Jingl between workers of different mines utilized the network of inter-
council relations already established by the kifu (contribution) custom,

In other ways, the funciions of -the council was not quite as obwious,
but nonetheless equally significant, The first of these was a way of
maintaining certain customary standards in order to train apprentices and
to govern the personcl conduct of workers. It kept a general record of
training or work achievements and conduct violations, As a system of
sanctions, workers whe violatcd the more sccred of thesec inores or who
roen avay from the minc ircre placed upon a "black list" which made it
difficult for them to find work in other mines,

A second diffuse function was the role the council played as a
supcrordinate organization which kent a watchful eye over the sonetimes
erratic and arbitary rule of individual oyabun, The council could act
as an informal sounding board by which complaints of abuses by individual
oyabun eventvally found their way throush the Yzrape-vine! into the eors
of the ccuncil, Depending upcen the szriousness of the complaint, the
council, through its officers, could privately suggest that the oyabun
merid his wys or apnly various scnctions against him, such as the vith-
drawal of certain benefits (e, z.,loans for weltare »urposes), public
reprimand, and in extreme cases, forcing lhis banishment from the mine,

A third implicit function of the council was to maintain a "balance
of power" among the oycbun, vhose solidarity might be threatened by an
overly ambitious or uwnscrupulous oyabun, In the cyabun-kobun systcm,
one neasure of a leader's influence and power s, of ccursc, the size
of his kumi, Thus, by the usc of its prerogativc to designate the choice
(from among many candidctes) and the number of apprentices assigned to
ecach cyabun, the lmeni council placcd checks upon the growth of any single
oyabun's power and nrestise, toreover, the ability of an oyabun to kecd
his men in a high state of morale dependsd to & larsc extent upon his
wealth and "economic power,” The council can, by wihholding or appropri-
ating money from its welfare fund, trecaken the -—owerful oyabun and
strengthen the weak ones,

However, it must be stated parenthetically that due to chance or
externai ¢ircumstances individual oyabun have become overly=-influential
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in spite of these controls, These were cases wherc oyabun vy judicious
and foriunate noves placed their own kobun 'in various offices of the
council and through thom exerted influcnce arnd power, ILike a

national govermment. the council can act os both an "vqualizer" of
competition, or as a tool to furthcr monopclistic control,

Finally, as stated above, the fact that the rosponsible officers
of thc council were at the same time given responsible positiens in the
management functions of the mining cnterprisc had somc important
implications as to what the council srould or weuld not do in bchalf
of the workers, This close 4dentity of the council officurs with
mapagement made it unlikely that they would pemit the council to act
as an inportant avenuc through which demands to improve working conditions
or to raise smges would be made,
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IV. SOME SOCIAL IMPLICATIONS OF THE LABOR BOSS SYSTEM

This report began with a general statement that in spite of
many outward signs of “westernigation" ir Japanese social, political
and economic institutions, & number of characteristic Japanese
features have been retained. One such set of Japancse traits was
jdentified ‘as the ®oyabun-kobun system.™ It was stated that the
purposs of the report was to illustrate how these oyabun-kobun
patterns operate within a particular Japanese organization. For
this 1llustrative purpose a type of labor organization, called here
the "labor boss system,” was selected. The labor toss system was
considered to be perticularly suiteble for this purpose for several
reasons: a) a substantial proportion of the Japanese population was °
dependent upon this type of organization for its livelihood, as was
indicated by the fact that some two or three million laborers out of
the totsl industrial labor force of 15 or more millions were employed
through lstor boss chamnels; b) the Allied Occupation, in one of
its many reform programs in the field of labor, attempted to elimi-
nate this system; and c) sufficient materials of a detsiled aature
(more than those._included ia this report) were available both from
the official reports of the Occupation.and from private investigations.

In thic concluding section of the report, an attempt will be
made to draw some implications from the case studies and the descrip-
tive generalizetions presented in the foregoing sections. These
implications will be focused on two principal goals: one, to present
in a systematic fashion some of the major oyabun-kobun patterns
vhich function within the organization of the lebor boss esystem,
and twc, to indicate how this system fulfills certain important

" needs® of laborers, employers, and other groups in Japanese
soclety.

A. The Role of the Oyabun-Kobun Fatterns in the Labor Boss System.

1) A model for the "expressive™ system. It 18 & common
observation that every concrete social organization has two broad
cetegories of goals or functions which must be fulfilled if it
is to continue @8 an organization. These two sets af goals may
e designated as: first, the “instrumental goals." e.g., the
production of goods (for manufacturing plaats) » the sale of goods
(Por commercial establishments), or the winning of a war (for
military forces). Secopnd, the "expressive goals,’'il.e., the
promotion of solidarity within the group, the development of an
esprit de corps, the provision of common value-orientations
and the-maintenance of a practical moral code. These two broad
categories of goals &re achieved by means of more or less explicit
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systems of human relationships found in the respective organizations37

37. These systems have commonly been referred to as "formel"
and " informal®' crgaunizations by sociologists, but because in the
lakor bosa system both of these organizations are formalized, the
terms "™instrumental® spd 'expressive'' have teen substituted.

And are Reré Gesignated respéctively a8 the "instrumertal™ and the
't expressive’® systems or structures. This is not tc say, however,
that the same individuals act only in one system or the other; on
the contrary, tc a greater or lesser extent the same individuals
participate in both systems of the organization.

As mighit be expecied, these two systems are found in the labor
boss organization. In this organization both systems are highly
formaiized, and, though they overlap through the participation
of some individual in both systems, each system is distinguishable
from the other by a different set of well defined roles and behavior
patterng. This can be illustrated by the case of the Sano Dormitory
Group.3° The instrumental structure of the Seno Group included

38. .In other case studies presented in this report, the
discussion has been purposély - limited to the description of
the expressive systems. .

the labor boss, his personal edministrative etaff (the kambu), and
the four work teams, each of which was made up of 'drillers™ and
“carriers.'" The kambu, it will be recalled, wes composed of the
four vork team leaders(sevayaki) and the administrative clerk
(chozuke ), all of Whom were also members of the kumi organization.
Each individual, while acting as a member of the instrumental
gystem, wvas sleo designeted by en appropriaste occupational title,
and. as was described ebove, his duties, job functions, ard
suthority were ideally defined according to his position or work
specialty in the tunneling operation.,

The expressive structure of the Sano Group, on the other
hand. was previnusly described in terms of the kuml organization.
Its official memsership was constituted by the oyabun, four ojibun,
and four kobun.3? The ex-official mepbership of the expressive

37. The number of each grade of members (except the oyabtun,
of course) varies for given boss organizations.

system was made up of the wives and relations of the officiel
kuni members as well as of the remaining laborers of the Dormitory
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. ag.re cated, the titles and statuses of each
ger%ggr vézge esfgga.é y thed modified Japanese kinship termi-

nology of the oysbun-kobun system. The expected bebavior and ¢’
attitudes held by the members, while they were acting in their
roles as kumi members, were also defined according to the norms
of the oyabun-kobun system. The elite kumi members, it was
suggested, were those individuals who were bound by the close
reciprocal obligations and duties to each other, who looked
- to the leader as a foster father, and who participated in
initiation, jingi, and other ceremonial functions. It is,
therefore, in the context of the expressive, rather than
the instrumental system of human relationships that these
oyabun-kobun patterns play the most significant role.

To digress for a moment, the fact that in the labor boss
system the oyabun-kobun patterns are especially significant in
the expressive system suggesis a number of profitable research
avenmues. It mey be generalizad! that the reason why certain
aspects of the oyabun-kobun pattern are found in so many diverse
institutions of Japen is that the e pressive system of a given
organization or institution is much more "malleable® than the
instrumental, and therefore can be "grafted" on almost =ny
Japanese organizational structure without creating dire conse-
quences in the effectiveness of the instrupental structure.
Thus, it is conceivable that a Japapese political party organ-
ization can have an expressive system designed along the lines
of the oyabun-kobun pattern without endangering (in fact
soretimes promoting) the instrumental organization of the party.
Similarly, some evidence has been found from casual resding
that some of the large industrial organizations as the zaibatsu,
with their virile instrumental systems of orgenization, have
an expressive eystem the characteristics of which are in many
respects reminiscent of the oyabun-kobun model. The underworld
gang organizations, likewise, seem to have an expressive system
founded on oyabun-kobun patterns, but an instrumental system -

designed to meet the particular exigencies of their racketeering
operations. '

It would appear that this observation, to the extent that
it may be found valid, has important implications for practical
action. For instance, in the case of a political party, where uajor
party decisions ere nominally scttled by casting ballots, it may
be fruitful to inquire into the attitudes of those who occupy
the principal roles in the expressive system, rather than of those
in the instrumental organization, because the latter roles may be
occupied by persons who may be a ' front' for somebody working
behind the proverbial bamboo screen. This "somebody' might turn
out to be a person with high status in the expressive system only,
namely, an important “oyabun.®” Decisions made by this oysbun may
later sppear as the majority opinion when the votes are cast.
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Similarly, in industrial organizations, when a practical man {say,
8 business promoter or a salesmau) finds that his suggestions meet
with resistance from the incumbents of an official rcle (i.e., in an
instruncntal structure), he may find it convenient to select a more
pragmatic approach 4o accomplish his ends-nemely, to define his
Yapproach™ in the structure of the expressive system and develop rela-
tions with the people by means of this system. Since the people in
this expressive system (if patterned on the oyabun-kobun model) would
be linked tbrough a series of specific duties and obligations, the
practical man shonuld strive to manipulate these obligations, as suc-
cessful Japanese customarily do when they give lavish geisha parties
at tea-houses, exchange favors and bits of business information, offer
presents and other subtle forms of bribes, set up games of go (where
the stakes are high and the host deliberately but cleverly loses), and
the like.

Returning to the labor boss system, it is worth repeeting that the
same individual may and does occupy roles in both the expressive and
the instrumental systems. This does not mean, however, that their
relative status in ope system is compareble to their vrelative status
in the cther. Thus, in the Sano Dormitory Group, the person designated
as the "senior kobun® was, for the instrumencal structure, actually a -

: "deputy boss™ (dainin choba), but in the expressive system he was ranked
& ‘; as a kobun and thus was outranked by the four ojibun. The status cf the
S ojibun, it will be recalled, was a rank in the expressive system just
below that of the oyabun. This iliustrates an implicit point made
previously in connection with & generalizetion for andlyzing typés of
organizations (other than the lsbor boss) like political parties or
industrial orgasnizations. That is, if these other types of organi-
zations do have an expressive system based upon oysbun-kobun patterns,
it is worth noting that an individual holding a high positica in the
instrumental system may not necesserily hold a comparable position in
the expressive system. He may actually hold a very low position in the
expressive system for various reasons. He may be only a technical
expert on a particular job, and may lack sufficient social standing or
"~ proper family background to hold & responsible role in the expressive
system, or he may be a "front man® for a person high in the expressive
system who finds it politicelly or socially inexpedient to assume a high
position in the instrumental structure. These considerations make it
necessary for the practical man - if he is to deal successfully with a
given organization - to learn the dimensions of the expressive system
as weil as those of toe imstrumental.

oA B3V

s

2) Delineation of the channels for intergroup alliances. In addi-
tion to giving form and substance to the expressive system, the oyabun-
kobun patterns are important in defining the channels through which
relationships between individual boss groupings are formed and uti-
lized. The case studies presented in the latter part of section III
iilustrated how a given leader may be an o~oyabun to other oyabun
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bosses and thus form a complex hierarchical organization of many
boss-dominated groups; or again, how two or more independent oyabun
may form a "brotherhood® (kyodaibun) linkage between their respective
orgeni:~tions. The term "kumi clique™ was used to designate a loosely
formed alliance of labor bosses, while the '*kumi council® (somewhat
analogous to a trade union council) referred to a more bureaucratic
type of association of labor bosses. A’ similap. geperalization could be
suggeeted here in connection with the previous discussion on polit-
ical parties and industrial organizations: namely, if such organi-
zations (non-labor type)} were found to have an expressive system
modelled on the oysbun-lkcbun patterms, it is possible that inter-
group or interorgenizationsl alliances would be initially formed
along lines illustrated above by the case of the labor boss system.
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3) Definition of moral codes and norms. Up to this point the
discussion has been focused on the organizaticasl principles of the
oyebun-kobun patterns in their relaticn to the structural character-
istics of the labor bess system. And throughout this discussion
‘such terms as ''norms" and "codes'' have been used without much
‘explanation. It seems pertinent at this point to define these
normative elements more fully.

_ It might be noted here, parenthetically, that these moral codes

C ard norms have been derived from an analysis of the ways in which

individuels are expected to behave in given institutional situations.
It is presumed that once 2n individual hes been inducted into the or-
ganization, it is to his personal interest to conform to these norms
or codes, if he wants to 'get along" well witk others. From the
standpoint of the organization, these norms can be understood as ex-
pectatiors which the group holds toward the behavior of each partic-.
ipant member; and converczly, from the standpoint of a given member,
the norms define what behavior he can expect of others in the group
within the given institutional situation.
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Some of the significant oyabun-kobun norms and codes which apply
to the labor boss system may now be described.

(a) Normstive stress upon group solidarity. The labor boss
system places high value upon group solidarity, and its cocial rela-
tionships are premised upon the furtherance of this set of norms. Tho
symbolism in the initiestion ceremonies concerning "birth" into the
group, the Jjingi rituals, the manifold obligations or the nyabun vis
& vi: the kobun ere instances where this code of group soliderity and
collectivity-orientation are exemplified among the kumi members. But
for the organization as a whole, perhaps the best example of this
stress upon solidarity is that the wages from the employer are not :
parcelled out individually to each worker , but given to the oyabun who
in turn distributes the rewards of the group production according to
how he thinks this distribution would promote group solidarity and
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loyalty to him as the symbol of that group solidarity. Similerly,
the great flexibility in wage payments (e.g-, incentive payments,
payments in kind, bonuses) that the labor boss har ie & way of fa-
cilitating this objective. This philosopuy of wage distribution ap-
plies to some extent to ordinary workers (i.e., non-kumi) where the
base wages were paild - at least in tue case of Sano Dormitory Group -
on & business-like hosis {so much for each unit of work), but incen-
tive wages, bonuses, paymente in kind and other rewarde are given
according tc oyabun-kobun norms,

(b) Valuation of individual's achievement rather than his so-
cial attributes. The second set of norms in the labor boss system
has to do with the problem of specifying in broad terms how its par-
ticipants are tobe given benefits, privileges, deference, rewards,
and other differsrctial treatment. In principle, any organization may
specify that this differentiel treatment of an individual should be
made on the basis of (a) ascription (i.e., according to certain
"qualities®™ of that individual as his age-sex and social standing,
his position in the family, and his membersnip in external organi-
zations) or (b) on the basis of achievement (i.e., according to tke
actual or expected performances or the contributions he may make to
the productivity of the organization). It seems obvious that in this
context the norm for the labcor toss system 1s of the achievezent type
rather than the ascriptive. This must necessarily be so because la-
borers who are included in the boss organizations generally represent
the underprivileged and the ™undesirable" elements of Japan's labor
force. It is the consideration of what a person can 4o and not his
social attributes that qualify him for membership; and the same norm
prevails for any benefits, rewards, and deference that accrues to him.

This analytical distinctiorz seems particularly relevant in dis-
tinguishing the norms of the family system as against those of the
boss system. In the Japanese family organization, primary value is
focused upon the ascriptive rather than the achieverment aspects of the
individual. Thus, the father is to be respected and honored by his
son, not because of vhat he has achieved, but because of the sheer
ascriptive natwre of his relationship to that son.

. (c) Particularistic standard for appraising individuals. Given
the proposition that in the labor boss system the norm for treating

individuels is made in terms of achievement rsther than in ascrip-
tive terms, there is a furiker problem of what the stsndards are by
vwhich this achievement is to be evaluated. These standards can be
analytically distinguished es being either universalistic or partic-

wlaristic. The first is a criterion specitied by legalistic, for-

maiistic, and/or impersonal rules and reguletions (e.g., specified
years of experience, amount of requisite training); the other is a
criterion specified by personal needs and particular kinship or

friendship relationshipe held with the appraiser of the individual
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under consideration. In the boses system, this set of norms seem to
be of the latter, or particularistic, type rather than the former.
In the case materials it was amply shown that individuels received
higher or lower amounte of 'rewards" depending upon the personal
likes and dislikes of the oyabun, upon the closeness or distance ian
personal ties, and upon the degree of need irdicated by the recip-
ient, provided, of course, he qualified by the minimum degree of

'Y achievement' required.

Thus the combination of the previous and the present eet of
norms (the valuation cf achievement as measured in terms of parti-
cularistic standards is important in specifying the method by wvwhich
individuals are to be appraised for performance, pasrticipation, and
rewards in the labor boss system. As a consequence, the normative
prescriptions for the differential treatment (e.g., promotions) of
an individual in the labor boss system tend to be construed not as
something which the individual has ''earned" or that he has a
"right' to, but more as sometiiing he received as a *'favor'!' or as
an act of " grace.' If, on the other hand, such differential treat-
ment of an individual was made by a combination of norms of achieve-
ment evalusted in nniversalistic terms (as it is most often the case
in large industrial concerns both in Japan and in the U.S.) then such
acte wculd be considered not as & ‘' favor™, but as something to which

é he has a 'right'' or something which is a legitimate 'privilege" to
enjoy. '

<

(d) Diffused authority. Finally. the fourth set of norms
concerns the range of control and authority expectéd c¢f the leader
or boss. In the labor boss system, this authority is diffused over =
a wide range of prerogatives and situations. As the cases slready
rresented indicate, the oyabin has Jurisdiction over the 'business"
as well as certain '’ private'' affairs of his workers, and over the
technological as well as the social activities of his staff. Thus,
the oyabun is the ritual leader in ceremonial activities of the group,
he personally supervises his subordinates on the job he determines
their pay. he mediates in gquarrels among workers and between wcrkers
and their wives, he helps to select wives for those who are single,
he provides the workers with entertainment, and, if it is a dorm-
tory group; he designates the housing and messing facilities of the
laborers. This type of diffused authority which is both normative
and 'real" as a pattern is in sharp contrast with the specific type
of authority that is characteristic of leaders in bureeuvcratic or-
ganizations as, say, a foreman in e large factory. Authority in
such cases is confined To a specific jJob or function, and the dif-
fused control over the workers' lives is lacking - or at least the
system is normatively defined in this manner.

iﬁﬁﬁﬁﬂ&ﬁﬁiﬁhﬁmﬁﬁmiﬂﬂ!.!ﬁlﬂlﬁilmﬂﬂlllﬁﬁﬂﬂ&

B. Some Needs Fulfilled by the Labor Boss System

0 From the foregoing discussion, it was seen that the oyabun-kobun
patterns played a significant part in structuring labor boss

ot
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organizutions. These patterns were found to be especislly important
ir the expressive system of the boss organizations, in the way in
which several such organizations collahorated in pursuing common ends,
and in the definition of codes and norms governing human relations
within the labor boss organization. Those who are familiar with or
have interest in the so-called 'natiocnal character structure'' or

" basic personality'’ of the Japanese should find that the kinds of at-
titudes, role behavior, and value-orientations of the boss system
would, in general, reguire the personslity characteristics (or char-
acter structure) of the Japanese as outlined by Ruth Benedict.lO

40. See The Chrysanthemum and the Sword, 1946. Here reference
is made to such things as the tendency of the Japanese, according to
Benedict, to structure their relationships in hierarchical order
{™teking cne's proper station"), to hold to a situstionsl, rather
than universal, type of ethic ("circles of virtuve"), to follow a
highly refined syztem of social obligations and duties (on, giri,
gimu}, cc stress the power of will over one's material needs Eprin-
ciple of "self-discipline" and asceticism), to place reliance upon
external (social) sanctions for good behavior rather than upon irier-

. nalized conviction of sin ("shame, not guilt, culture").

However, cther considerations would prevall for the behavior of
Japsnese in other settings- for example, 8 large, moderr factory.

But aside from the suggestion tha* the laber boss system is har-
monious with certain aspects of Japarese character structure, it seems
vertinent at this Juncture to evalvate this functionally positive as-
pect ageinst some of the socially “unhealthy® or 'dysfunctionszl' as-
pects of-the system. In the introductory section cf this report and
throughout the otner sections, it was seen that there =rz a number of
socially problemetic features of the labor boss system. There were
listed a number of "atuses'" ccrmitted by ihe boss: he oJlten pocketed
& large percentage of the worker's rightful share f the earnings, his
methods of discipline had brutel aspects, and his authority was both
autocratic and diffused over a wide range of prerogatives.

What, then, is the reason for the persistence of the labor boss
organizations? Why do not workers band together and do something
ahout the system as did the Japanese peasants, when they frequently
revolted against their rulers during the Tokugawa period? Why have
there not existed laws prohibiting such an exploitative and feudal-
istic system?

The “common senee™ answers or segmental explanations given to
such ¢uesticns do not sezm to be either realistic or practical. They
scem to ve directed more at the symptoms or surface manifestations
rather than at the discase itself. For example, while the Jepanese
character structure undoubtedly has some role to play in the persis-
tence of the system, it must be asked, how can it be changed without
chenging the structure of Japanese society? Or, as it is frequently
sald, if these laborers were more "class comscious'', if they werxe
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less 'docile", if emplcyers were inclined to be more gocially.con sdious,
and if the government were less feudalistic and pore actively libersl,
some of the problematic features of the boss system would be eradi-
cated. Obviously, there is more to the situation than attitudes;cus-
toms, and personality factors per se.

A more sociologically tenable explanation seems to be that this
system of labor recruitment and organizatior is fulfilling certain
treeds™ of the society and of ihe laborers concerned, and that these
needs overbalance the abuses and the prcblematic features of the sys-
tem. In the following paragraphs, iknen, some of these needs of the
society and the "functional supports"™ of the system will be examined
in order to indicete: (a) what variables are necessary to manipulate
in order to effect a change; or; in tiz cvent that these variables
cannct be manipulated due to certain economic and historical condi-
tions, (b) why the system persists.bl

41, These varisbles will ve discussed primarily with references
to the period Just previous to the Occupation's attempt to effect cer-
tain changes in the labor boes system. Though it would be interesting
to give detalls of the relative success the Occupation achieved in
eradicating certain elements of the system, such ma.ttere ne outside
‘the scope of this report.

1) Provision for social security. The problem of controlling
their fate and those of their ‘dependents with regard to economic haz-
ards brought about by illness, disability or death, unemployment, and
old sge confronts the working people the world over. Increasingly
since the tura of the century in most industrialized societies, pro-
tection against these economic hazardas has beern asgumed by large scale
organizations - huge labor uniong, large industrial concerns, health
and accident insurance companies, and bcih state and national govern-
ments. For instence, in the United States, especially since the tegin-
ning of the New Deal era, our national and state govercments have es-
tablished a system for the payment ufi soclal security, old-age retire-
ment, unemployment compensation, and accident and disability benefits.
By contrast, until the postwar period in Japan, these general social
security measures have been established only to & limited extent and
it is too early to say whether the new social security measures fos-
tered by the Occupation will contimue to remalu oo the statute books.

By and large, the economic burdens dbrought about by the unemploy-
ment, disability, death or old ege of the breadwinner were assumed in
Japan by the members of the extended family and by individual em-
vloyers sensitive to such obligations and financially able to assume
them. To & more ilimited extent, Japanese labor unions, especially
since the growth of these organizations, shared some of these burdens.
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But the security and welfare measures of employers and of the
trede unions, of course, applied only to those workers who consti-
tuted the regular members of the union or the permanent employees
of the establishment. For laborers who were outside the family of
unions and of a company - the miliions of migratory, seasonal, and
casual laborers - instjitutionalized means for attaining such secu-
rity were indeed rare. 2 Among the few means avallable, the labor

42, In the postwar period, the national and local governments,
through their special welfare agencies, provided some relief to these
wvorkers, e.g., the construction of certain kinds of housing, the es-
tablishment of welfare clinics and hospital care, and thz distribu-
tion of food for the unemployed. Also & national urnemployment insur-
ance plan for regular and casual laborers end a few .veocationsl train-
ing centers were established.

bose organization was the principel recognized system for attaining
at leest s token measure of social and employment security for these
"Jeprived® classes of laborers. As was seen from the case materials,
tbere were numerous instances of the important roles played by the
system in the workers' quest for security. HNot all of these benefits
were provided by each labor hoss, of course, for they varied according
to the size, organizationel efficiency, and wealth of each organi-
zation controlled by the boes. Nevertheléss, one of the important,
recognized functions of the iabor boss system, as an institutional
system, was to provide some, if not most, of these security measures.

o

But the fact tbat these benefits or security measures were pro-
vided is no less important than how they were provided. As was noted
above, in complex industrial societies these sociel security measures
have veen assumed by increasingly large institutional arrangzments.
It i significant that, as these protective institutions become
larger, they become by neceesity more bureaucratic, more formalistic,
and mere fzpersonal vhen dealing with any given needy ‘'client'. Cer-
tain rules and standards have to be laid down so that individuale en-
titled to benefits would get them fairly, withcut discriminaticn or
favoritism. In time, these rules become rigidly defined and rilgldly
held so that individuel citepnts cannot bte handled as individual-~.
Insteed, each client becomes & "case'' which is appraised in ob,ec-
tive terms and where officialiy no exceptions can be made unlegs =
rule providing for such exceptions is specified.t3
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43, The manner in which large scale organizations must appraise
individuals as '"cases™ is an instance of the ™universaiistic® stand-
ard of appraisal which was referred to above in connection with the
rorms of the labor boss systenm.
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Now, it is noteworthy that the labor boss organizations provide
social security orn a very persopal and individuzlistic basis. Aid or
benefits are given according to the particularistic code of the sys-
tem. In so far as these securiiy measures are provided on such a
basis, the labor boss system seems tc serve a distinct function for
those people not culturally trained in bureaucratic procedure and in
the maripulation of channels for obtaining aid, as indeed mosi boss-
controlled workers are.i3a

b3a. Those who have had the experience of dealing with Japa-
nese bureaucrats- both in business and in government- would sympa-
thize with these particularistically-oriented laborers.

2) Fulfilment of other needs of casual laborers. Social secu-
rity measures are only one set of functions which the labor boss or-
ganization performs. In addition, there are a number of special
needs of boss-dominated tyve of laborers that the system served. A-
mong these, an obvious one is that of providing food, shelter, trans-
portation, and certain trade tools, especially for the migratory type
of laborers. Though exact statistics are not available, a substantial
proportion ‘of the boss-controlled workers were engaged in migratory or
seasonal types of employments which required them to leave their res-
idences and live in labor camps or other hcusing provided by either
the employers or by the government. Under such conditions of employ-
ment, there is a need for some kind of customary organization with
attendant codes, norme, and leadership patterns to handle effectively
such details as transportation, housing, boarding, and other related
requirements. The case of the Sano Dormitory Group is a typical ex-
ample. Faclilitated by custom and regulated by their code, Sano and
his staff carried on the myriads of administrative duties required.

In spite of its abuses, its authoritarian leadership, and its crude
practice of favoritism, this system of organization seems to have
certain aivantages over an unorganized collection of workers.

The disadvantages of not having an implicit model of social or-
ganization for a group of aigratory workers is illustrated by the
case of a million or so migretory farm laborers in the United States,
where such a model is notably lacking.hu

L. See Maurice T. Ven Hecke and others, Migratory Labor In
American Agriculture, 1951. The discussion in this psragraph is
baged upon the materials in this comprehensive report made by the
President’'s Commission on Migratory Labor. All page notations doc-
ument the page from which the particular reference was taken.

The report of the President‘s Commission oa Migratory Labor states,
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"heir (the migrants') heavily laden cars or trucks, packed
with beds, cooking utensils, and furniture are easily dis-
tinguished from those of campers on vacaticz... All siong the
way are those who take advantage of the migratory worker's
helplessnees. Professional gsmblers, prostitutes, and ped-
dlers of dope follow the work routes tc obtain, each in his
own way, 8 share of the migrant's money...

"They encamp in tents or simply under canvas.. supported by
a rope strung between two trees or from the side of the car
to the ground. They sleep on pallets, or on bedsprings or
folding cots which some of them carry. Where rains are
frequent during work season they find shelter in cirude
shacks. On farms they use what shelter their employers may

provide. (p.4)

"For the migrant, there are few elements of stability in
his work. What the employer of migratory farm-labor hires
is usually not a man to f£ill a Job, but rather labor service
such as picking hundredweights of cotton, hoeing acres of
beets, and picking hampers ¢f beans; and the wages are usu-
ally piece rates. The employment relationship is highly im-
personal, Often the employer maintains no payroll and he
= doee not know the names of his employees nor how many on any

@ given day are working for him. When the vork is ready, such
matters as experience, prior employment, ar residence in the
area count for little or nothing. Hiring is on a day-by-
day basis. Labor turn-over in a harvest crew masy be 100 per-
cent within a week or less." (p.18)

5

Thus, when seen in the light of a similar occupational group in & dif-
ferent cuiture, the labor boss system provides its migratory leborers
with some benefits dervied from sand controlled by its code, customs,
&7¢. organfzation.

Another set ¢ functions is the role the labor boss system plays
in stabilizing the seniority claims to & Job and in enhancing the
- transferability of a given worker's skill end experience from on2 joh
to another. This prublem of transferability is av important consid-
eration for any worker who must repeatedly change jobs from time to
time. For a worker who is umattached to such groups as a labor boss
organizetion or a2 trade union, it means generally that for each change
in jobs, he must enter at the bottom of the occupational scale of thre
emploving company or at best at a position scmewhat lower than his
previous job., Of courze, there are good reasons why Japanesc employers ;
Ypenalize™ new employees in such a mamner., Workers new to the estab- j
lishment, in spite of years of experience and certsin requisite skills
developed vwhile workd4mg in another company, reiearn a certain amount
of new gkills and make a series of new adjustments. Of importance
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with reference to people like the Japanese, who traditionally mein-
tain strong ingroup feelings, is the fact that the caiiddte must make
crucisl adjustments to hie fellow workers. Other considerations are
that the initiaste miadt-adjust to the special customs of the plant,
and perhaps even to & differert model of the same type of machinery
with vhich he was accustcmed. These factors, tben, Jjustify in vart
why & new employee is considered less efficient and less productive -
thar workers with longer tenure in the company. =

It becomes evident from the previous descripticns that the
lahor bose system to & large degree does facilitate the transfer-
abiliity of skills ard experience of a workzr from one jJob to anothex,
simply by virtus of the fact that changeover from employer to em-
ployer is made on & group rather than an individual basis and also
by the fact that labor bcsses Go have considereble sutonomy with
respect to certain of the technical operations for vhich they con-
tract their workers. Furthermore, the institutionalization of the
training functions of the system aleo ensble the vorker to leern the
requisite skills from his oyabun or the latter's assistants, a
fvnction which the empioyer generally tskes for granted., Such on-
the-Job tralning which the system provides is an important function
when one considers the fact that vocational training in Japanese pub-
lic instituticns is relatively limited.

e 3) Provision of an alternative avenue of social mobility. At
the same time that the labor boss system provides some measure of
social security, it also functions 28 a means of providing an alter-
native channel of social mobility for achievement- oriented people
vho are not able to pursue the respectable evenuves in Japanese so-
clety. As was stated before, the people in this system by and large
are those who were not able to find employment and pursue the ™or-
mal'* channels of success in the more respectable trades, busi-
negzes and other urganizations because they did not have the
Yoroper™ family tackground, lacked the opportunity to gain the
requisite training or education, did not heve sufficiently influ-
ential "go-betweens! or persons of reference, lacked capital to
start business on their own, or otherwise failed to obtain the nec-
essary entree,

There arc, of course, other mobility channels in Japanes: sc-
clety which sucn underprivileged persons might have selected, for
example, the verious quasi-legitimate tekive {(organization of small
open-air shops or "Btreet-stalls®™ found in many large cities) or the
more illegitimate operations like the gurentai and the kashimots
recketeering and gembling syndicatees, which were mentioned in the
Introduction. 3But the labor boss system, as far as numbers ere con-
cerned, seems toc be the most inportant.
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There is little doubt that tne system as such provides the so-
cial structure and other requirements necessary for organizing this
alternative™ channel of socisl mobility. In its normative aspect,
it was seen that there is considerabie emphasis upon achievement and
attainine eneccace, A number of falrly integrated customs and cere-
morials -- basically thoge oi the oyabun-kobun patterns -- are found.
A pettern of ranking individuals and groups with appropriate termi-
nological system is also indicated by the data presented. Further-
more, these social dimensions apply not only to the workers them-
selves, but elso to their respective families and dependents. In es-
sence, therefore, the boss system is a relatively independent soclety
within the larger national society. As a kind of society, then, the
functional requirements for social mobility are also present.

Though the cese materials in the foregoinz sections have been
perticularly meagre in this respect, the cases ¢f Tka snd that of
his unnamed benzfactor provide examples where social mobllity was
successful, even with respect to the larger non-kumi society. Oka,

t will be recalled, through devious ways analyzed previously, a-
chieved success in the system as well in the larger soclety by win-
ning an elective post in the viilage council, primarily as the result
of his kumi contacts. In short, he achieved considersble local prom-
inence, though he was, by trade, only a miner. His unnamed bene-

o factor, once a kobun of Oka, it was noted, later became & mansger of

@ ' the company employing Oka's kumi. Though the details of how he was
able to achicve that position are unknown, it is appsrcnt that his ex-
perience as a boss-controlled worker was not a real deterrent to his
becoming a manager (i.e., a "white collar® job which also has its high
prestige-value in Japan). But it is suggestive in this context that
a kumi person who succeeds in establishing himself outside of the boss
syatem may help other kumi members to acquire status. In fact there

is a heavy moral duty {giri) to do so.

4) Functions for various other groupinge in Japanese society.
The labor boss system does not get 1ts sole support from those whose

daily living is dependent upon it. There are a number of other groups
vwhich seem tacitly or explicitly to support the system because of their
speclal vested interests. Important among these are the various in-
dustrial concerns which employ these boss-controlled laborers, the
government (especially during the last war), and the part-time farmers.

A brief mention was made in tihe early part of the report asbout
how employers have sanctioned the continuation of this system of
labor organization "™ecause it enables them to avoid the traditional

. obligations involved in employer-employee relations.!'' (These obli-
gations themselves can be seen as a manifestation of generalized
oyabun-kobun patterns.) For its permenent staff, employers were cus-
tomarily expected to: (a) provide semi-annual bonuses at Obon and

Al

63




R Y e Pt EL o = T ey 5y . el . B e, S P
»R. e T T - i S ey

New Year's holiday seasons; (b) provide some perquisites such as
housing, transportation allowances, sickness benefits, and certain
recreastional facilities; (c) find employment in cther establishments
or provide substantial "Gismissal payments® (sometimes as much as a
year's salary) for employees who are released due to unsatisfactory
performance or to other valid reasons; and (@) refrain from dis-
mineing any employee merely because of temrporary receaaiﬁn in busi-
pess, but to spread the avallable work to all employees. 5

k5., This tendency was generally referred to by the Occupation
officials as "diluted employment.”

Because of these reasons, Japanese employers seemed to be highly
cautious in increasing their staff in periods of business expsnsion
and to be highly reluctant to relzase their employees in periods of
business slack. In the former ccndition, labor hoss workers could
be freely added to the labor force and when business conditions wors-
ened, they could be relezsed freely without the requisite obligations
incurred for regular employees. Thus, it can be seen that many em-
ployers have a vesied interest in maintairing this system of labor
recrultment. :

i

/’ iy

o The government has also utilized the labor boss eystem to its

advantage. As was mentioned previously, the govermment in the last
war took advantage of the existing labor boss organizations and
used them as the principal means for mobilizing the large, but dir-
ficult to control, pools of casual aixi uissiilled laborers. Even be-
fore the war, the govermment hus recognized unofficially the utility
of labor bosses in the tendency for officisl employment exchange a-
gencics tc depend upon labor bosses for recruitment of laborers.
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Sti1l11 another group which has some vested interest in the main-
tenance of this system of labor organization is the large, azorphous
mass of “part-time" farmers. Japan's limited arable land and the ex-
tremely amall acreage held by the average farmer makes it necesssary
for him to supplement his ferm earnings by seeking cther employment.
In 1949, for instance, out of a total average monthly agricultural
labor force of 17 million, there were between three and eight million
farmers each month (due to seasonal variation of farm work) who were
employed lesc tharn 35 hours on farm work.46 s was illustrated by

k6. Japenese Government Ministry of Labor, Year Book of Labor
Statistics and Research. 1949, p 63

the composition of the Sano Dormitory Group(vwhere, at one time 31
of the total work group of about 80 workers were such part-time

3 farmera) it vas evident that the labor hose system was & convenient
avenue by which these "deprived" farmers obtained seasonal employment,

N
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C. Conclusion.

R 5

The foregoing discussion has erunciated some oi the oyabun-
kobun principles and premises upon which the labor boss system is
organized, and the social needs the boss system seems to be sat-
isfying to a greater or lesser degree. It iz clear that any pro-
gram vhich attempts to eliminate the vestiges of the system must
modify these principles and premises upon which the structure of the
system is based. But it should also be clear that this structure
cannot be changed without shifting the forces which constitute its
strength, namely the gociel needs and functions the system is ful-
filiing at the present time. More specifically, this means that
the functions which the system is now serving must somehow be taken
care of by other institutional scructures, either currently ex-
isting or yet to be established.

To be sure, some measure of success might be achieved by direct
frontel assualts upon the system, as exemplified by the efforts of
ithe Occupation in its sponsorship of the Employment Security Law
and the Lebor Standarcs Law. These laws proscyitied. the bosses from
practicing their labor supply businesses, prescribed labor stand-
ards, which required all employers to abide by certain employment
practices, vigorously encoursged the unionization of workers, ana
made possible & natiopal unemployment compensation system.  These
Occupetion attempts, as was noted in the beginning were not effec-
‘tive in reducing the practice of labor boss methods. But the suc~
cess to be achieved by such action - in the final analysis - would
be obtained only to the degree in vwhich these meassures actually
ghift the social functions currently discharged by the labor boss
system to other institutiomal structures within the total society.

= mhmimewew;a@w{;%wm,3,;;.::.

" In 80 far as there is a high degree cf institutional rigidity
due to certsin fundemental factors such ae Japan's limited foreign
markets, the dearth of arable land, tks particular type of indus-
trial specialization (e.g., in textiies), the limited natural re-
sources, a large excess population, the virile cultural patterns,
and the difficulty of socializing people to a new value system
within the span of a generation without the drastic extermination of
a substantial proportion of the population -~ there is a limit as to -
how much of the social functions now served by the boss system can
be taken over by other lnstlitutional structures. And to this extent,
the labor boss system will probably continue to operate. .
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